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ABSTRACT 
The purpose of this study was to develop a competency model that 
incorporates the necessary knowledge, skills and attributes for an 
outstanding hotel manager based on actual experiences of successful 
hotel managers. The general managers and director of human resources 
from each hotel selected three outstanding and three average-performing 
managers from their respective properties (a total of 18 managers). Over 
a two-month period, using the behavior event interview process, both 
superior and average managers were interviewed and asked to describe, 
in great detail, situations when he or she was particularly effective and 
situations when he or she was ineffective. The interviews were 
transcribed and coded using a combination of a validated competency 
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dictionary and thematic analysis. Competencies observed in outstanding 
managers but not in average performing managers were identified and a 
competency model was created. An expert panel of senior industry 
executives validated the findings. In brief, the model includes the 
following competencies: achievement orientation, information seeking, 
customer service orientation, organizational awareness, professional 
expertise, honesty, interpersonal understanding, teamwork, team 
leadership, analytical thinking, initiative, self-control, self-confidence, 
self-learning, face- to-face communication, relationship building, 
optimism and passion. 
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Chapter One: Introduction and Statement of the Problem 
A. Background of the Problem 
Employers have long searched for ways to hire and retain the best 
management staff. Trends in organizational behavior and corporate 
theory, such as total quality management, reengineering, continuous 
improvement processing, leadership development, mass customization 
and customer-centered service delivery have helped many companies 
think more broadly about the needs of the company and of the 
customers and how to satisfy both. Yet, among the obstacles companies 
continue to face is the identification, at the outset, of the right people for 
the management jobs- determining who is up to the task, not only in 
general, but also for a particular company with a particular culture. 
In the manufacturing environment, the ability to hire, train, 
evaluate and retain quality managers is an issue. In the service 
industry, however, the problem grows exponentially because it is the 
staff, the people who deliver the service and build relationships with the 
customers that is the industry's stock in trade. In the manufacturing 
world, if a customer is not satisfied with a product she has purchased, 
she merely returns it and gets a refund or a new product that works 
correctly. In the service industry, there is nothing to send back. 
Customers will decide whether or not to use the service again and most 
frequently will have other options from which to choose. Customer 
retention, and company success, therefore, depends almost exclusively 
on the ability of the staff to deliver the service in a way that at least 
meets, and preferably exceeds, customer expectations. 
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Within the service industry, hotels suffer disproportionately the 
adverse impact of staffing issues. The lodging industry requires a higher 
ratio of staff to sales than other industries, including other service 
industries (Lane and Dupre, 1997, p. 43). This is true both because 
hotels operate twenty-four hours a day, seven days a week, requiring 
staff every day of the year, every hour of the day and night, and because 
the nature of the business demands an additional compliment of staff. It 
is, after all, the "something extra" in the interactions with customers that 
distinguish one hotel from all the others. 
Staffing is, therefore, a persistent issue in the hotel operation. 
Hotel companies must dedicate their time, energy and resources to 
ensure they have high quality staff, from housekeepers to front desk 
attendants to general manager, because the staff will make (or break) the 
lodging experience for the customers, and consequently the bottom-line 
for the hotel. 
What does it take to be a successful manager of a full-service 
hotel? What competencies does one need to excel in the managerial role? 
How does the hotel's human resources manager anticipate the likelihood 
that a certain candidate will succeed in a specified management job? 
Many companies, including those in the hotel business, have created 
competency models to aid human resource staff in the quest to attract 
and retain the "right" management personnel. 
Competency models attempt to delineate the specific skills, 
knowledge and experience an individual must possess to be most 
successful in a given job. While they are not fool-proof, competency 
models can help human resource staff in all aspects of their job, 
including employee recruitment, selection and job placement, 
compensation, performance management, succession planning, training 
and development (Spencer and Spencer, 1993, p. 315). Moreover, 
competency models "give organizations a 'common language' that line 
executives, high potential managers and human resource managers can 
use .. . " (Briscoe and Hall, 1999). Thus, use of competency models can 
have a broad-based, positive impact on an organization. To accomplish 
this type of positive effect, the competency model used must reflect not 
only the core skills needed to do a certain job, but also the demands of 
the job and the organizational environment of the company. 
Competency models can be created using a variety of processes. One 
of the most common approaches to building models is the job 
competence assessment method (JCAM), that is a "rigorously analytical, 
empirical method for determining the competencies, that in conjunction 
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with other job elements, are used to construct the competency model for 
the job" (Dubois, 1993, p. 73). Summarizing Dubois (p. 79), the JCAM 
method entails interviewing and observing outstanding and average 
performers to determine the competencies that differentiate them in their 
jobs. Identifying the differences between average or mediocre managers 
and star performers can help an organization focus on the more 
important attributes that will help an organization excel. 
There are several adaptations of the JCAM methodology, including the 
modified JCAM, generic model overlay method, customized generic model 
method, flexible job competency model method, the systems method and 
the accelerated competency systems method (Lucia and Lepsinger, 1999, 
p.18). As Lucia and Lepsinger point out, "The final outcome of them all 
[the practices for developing competency models] is essentially the same: 
identification of behaviors required to successfully performing a given 
role. The difference is how you get there." (1999, p. 18). Table One 
summarizes the key differences for each method based on the JCAM 
building block; a more comprehensive description of the JCAM 
methodology is presented in chapter two. 
There are also various data collection options available to 
organizations to create and validate the competency model (Spencer and 
Spencer, 1993, pp. 93-113). These include behavioral event interviews, 
surveys, interviews, 360-degree employee ratings, expert system 
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databases, expert panel analysis, assessment center ratings, and direct 
observations. Different approaches are used depending upon cost, 
Table 1-1. Job Competency Assessment Method Adaptations 
Modified Job Interviewees provide a written account of 
Competency critical incidents to reduce costs instead of 
I 
/ Assessm en t intervievvs and observations (Dubois, p. 85). 
I 
I Organizations use existing research-based I I 
Generic Model competency model previously developed for 
Overlay Method a specific job, such as a salesperson 
(Dubois, 86-90). 
Customized Generic Similar approach as above, but generic 
Model Method competencies are reviewed by a focus group 
and altered as needed (Dubois, 91). 
Flexible Job Organization uses expert opinions to identify 
Competency Model fu.ture competencies needed for achieving 
success (Dubois, 95). 
Organization identifies not only what 
"exemplary performers do now, but also 
Systems Method behaviors that may be important in the 
future" (Lucia and Lepsinger, p.19, citing 
Linkage, Inc. 1997) . 
Accelerated 
Competency 
Systems Method 
Table 1.1. Continued 
Similar to above, but places "the focus on the 
competencies that specifically support the 
production of output, such as the 
organization's products, services, or 
information" (Lucia and Lepsinger, p .19, 
I citing Linkage, Inc. 1997). 
availability and timeliness of developing competencies for an 
organization. Regardless of the data collection techniques used, Dubois 
outlines three steps necessary to create a JCAM (or a derivative of the 
JCAM) based competency model: "(1) Research the job components and 
the requirements for exemplary job performance; (2) Research the 
attributes of the exemplary performers and construct the job competency 
model; and (3) Validate the job competency model" (Dubois, 1993, p. 73). 
While there is an abundance of competency model research 
available for general business, there is very little literature applied to the 
hotel industry, as well as the broader hospitality industry1. "With few 
exceptions, Ley's (1978) observations of more than 20 years ago-that 
studies of managerial behavior in the hospitality industry are extremely 
1 Lane and Dupre (1997), define the hospitality industry as five components: lodging, foodservice, 
entertainment, distribution channels and transportation. 
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limited- still holds. Much of the recent inquiry in this area has been, 
regrettably, largely anecdotal" (Reynolds, 2000). There has been some 
recent progress in defining competency models for hotel managers . 
7 
While these undertakings are research-based, they are, however, limited 
in scope to survey methodology. Expanding on prior research, this study 
employs a qualitative research process, based on actual experiences to 
develop a new competency model that a lso verifies the accuracy of and 
adds value to the potential effectiveness of the prior, survey-based 
efforts. 
B. Rationale and Significance of the Problem 
The lodging industry has been part of civilization since there has 
been a need for shelter to protect people traveling from home . One of the 
first documented inn-keeping laws dates back to 2000 BC in the Code of 
Hammurabi, which outlines laws to protect travelers. Aristophanes, 
writing in the time of ancient Greece, mentions inns in his play, The 
Frogs, and the Romans used inns and posting houses for the general 
public and Roman officials more than 2000 years ago. During the 
Renaissance, there were 6,000 British inns in use by the late sixteenth 
century (Lane and Dupre, 1997, p4). Today, due to the proliferation of 
travel and tourism, hotel chains continue to expand around the world. 
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The United States boasts over 3 million hotel rooms, representing 
more than 25% of the 12 million-hotel room inventory for the world (Lane 
and Dupre, p. 111). It is also an industry that continues to grow 
nationally- over 1,300 new hotels housing 140,000 hotel rooms recently 
opened in the U.S. (Hotel & Motel News, July 3, 2000, p. 22). This growth 
will continue in the future; in the first quarter of 2000, over 2000 new 
hotels, totaling more than 300,000 additional rooms are either in the 
permit phase of construction or are already being built. Another 1344 
hotels (186,686 rooms) are also in the early planning phase of 
development (Hotel & Motel News). 
Accompanying this property growth is the need for more employees 
and managers to run the operations. This task of finding, creating and 
keeping a successful team of staff (i .e. employees and managers) is not 
an easy one. In addition to the rapid growth of new properties, there are 
several characteristics of the hospitality industry, as well as recent 
societal and industry trends that make this a difficult goal to accomplish. 
Several key factors contribute to the human resource dilemma, such as 
the nature of the business as particularly labor-intensive, the 
diminishing labor pool, and the traditionally high rate of employee 
turnover. 
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1. Labor Intensive Industry. 
The hotel industry requires a profusion of employees . According 
to the Fortune 100 Largest Diversified Service Firms in the world, hotel 
companies consistently have a higher ratio of employees to sales than 
most, if not all, other service industries (Lane and Dupre, p . 43). For 
example, while the Fortune 100 list of Largest Diversified Service Firms 
ranks Marriott Hotels 4211 d in size with $7.6 billion in sales, it ranks 
Marriott second in the world in staff, with almost 209,000 employees. 
This pattern of a higher than average employee to sales ratio evidenced at 
Marriott Hotels is found in all other hotel companies on the Fortune 100 
list, including Bass (parent company of Holiday Inn Worldwide), Walt 
Disney, French-based ACCOR hotels, and Trusthouse Forte Hotels of 
England (Lane and Dupre, p. 43). 
Hotel companies require more employees per sales compared to 
other industries for two reasons . Unlike many industries, hotels operate 
24 hours per day, seven days per week, 52 weeks per year. Even during 
times that are traditionally slow for many industries, the hotel industry 
often sees increased business demand. When many stores and services 
close on holidays, hotels not only stay open, but a lso employ more people 
to accommodate the increase in business. This need to operate around 
the clock requires more employees and managers than businesses that 
operate during more traditional business hours (e.g. banks, retail, 
automotive repair shops, etc.). 
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The second reason why the hotel industry is particularly labor-
intensive is that the nature of a full service hotel's service delivery system 
(i.e. the process of delivering service to its customers) requires a 
substantial number of staff to meet the expectations and needs of the 
hotel's customers. This includes both front-of-the-house (FOH) and 
back-of the house (BOH) employees. FOH departments come in direct 
contact with the customer, and typically include reservations, uniform 
services (doormen, bellhop, valet), front desk, housekeeping, telephone, 
concierge, food and beverage servers and catering and sales. Back-of-
house departments support the "behind the scene" activities and are 
equally important, but usually do not encounter the customers directly. 
These departments include kitchen, stewarding, engineering, security, 
maintenance, accounting, and administrative support areas. 
To provide expected levels of service and adequately maintain both 
the FOH and BOH areas, hotel organizations must employ a large 
number of people. Even though technology has provided some 
operational efficiency in streamlining operations, such as using the 
internet for purchasing supplies and customer reservations, and 
property management systems for checking in customers, the physical 
component of serving customers still requires a substantial labor force. 
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This reality is reinforced in the accounting department: the single most 
expensive line item in a hotel operation is labor cost, averaging about 35 
cents of every dollar spent for salaries and related benefits (Lane and 
Dupre, 1997, 124). Labor costs also continue to rise. "Since 1993, the 
annual growth in hotel labor costs has ranged from two to three times 
the growth in labor costs for all US private industries" (Quek, 2000). 
2. Finding Employees 
To exacerbate the challenge of hiring a growing number of 
employees due to industry growth, the potential labor pool is also 
becoming scarcer2 . According to the Bureau of Labor Statistics of the 
U.S. Department of Labor (BLS), unemployment fell to 3.9% in April 
2000, marking the first time the unemployment rate dipped b elow 4 .0% 
since 1970. Part of the unemployment ra te decline can be attributed to 
the increase of 121,000 new jobs in the service sector, which includes 
the hotel industry. The BLS New England Regional Report identifies the 
regional unemployment rate is even lower than the national average's 
thirty-year record . The unemployment rate in New England in April was 
2. 7%; the average for Massachusetts was 2.8%. 
2The 911112001 terrorist attack, combined with the nation 's recession, has negativiely affected the hotel 
industry, causing industrywide employee lay-offs and downsizing the number of employees per property. 
This business cycle decline appears relatively short- Arthur Andersen's head of Leisure Industry 
consulting, anticipates recovery by spring 2003, and full recovery by 2004-2005 (Cline, 2002). Ernst & 
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This smaller labor pool to draw upon intensifies the need to 
develop a strong human resource component in a company. The 
decreased number of applicants may also have a negative impact on the 
recruiting process . A 1999 Recruiting Practices study, undertaken by 
the Society for Human Resource Management and CCH, Inc., a human 
resource law advisor found "the majority of HR professionals view today's 
candidates as being less qualified than they were just two years ago" 
(Misek, 2000). In addition, the" ... HR professionals agree that workers 
aren't what they used to be, often coming into interviews with unrealistic 
expectations of the position or exaggerated feelings of self-worth" (Misek). 
This formidable challenge of recruiting employees and managers 
for the hotel industry is echoed by hospitality industry experts. At the 
annual spring meeting of the International Society of Hospitality 
Consultants held in Boston, a roundtable discussion was held by 
consultants specializing in human resources to focus on the hotel labor 
shortage (Haywood, 2000). They concur there are too many positions 
open with not enough potential employees. In addition to seeking 
alternative sources for finding employees, the consultants suggest more 
productive methods of selecting, using and keeping employees. Eugine 
Ferrence, president of HVS/Ferrence Group, recommends companies 
Youn's Hospitality Services Group anticipates recovery beginning in 2003 and full recovery in 2004 
(Burritt, 2002). 
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"use smarter tools in the interview process and assessment tools" .. . to 
"ensure you have the right candidate for the right job" (Haywood). David 
Heath, principal of Heath and Company Hospitality Advisors, adds that 
due to new Wall Street ownership, some "hotels are getting smart about 
using their employees and enriching their jobs, cross-training and cross-
utilizing people" (Haywood). Finally, Jana Hesser, principal at Quality 
Management Services, adds that competency-based assessments are 
available for recruiting, career pathing and succession planning, which 
can also positively affect employee retention rates (Haywood). 
3. Keeping Employees3 
Despite the inherent structure of a hotel that requires retention of 
a large staff, the industry has not been very good at keeping its 
employees. Sizable annual turnover in full-service hotels is common, 
reports the Educational Institute-American Hotel & Motel Association 
and KPMG Peat Marwick (an accounting and consulting firm): 158% for 
line-level employees, 136% for supervisors and 129% for managers 
(Educational Institute, 1998). This high turnover rate not only translates 
into a less experienced staff that may have an adverse impact on 
3 Since the Spetember I I th terrorist attack combined with the nation's recession has caused industry-wide 
employee lay-offs, it is even more critical that the remaining employees are the most productive and 
competent. Still listed among the top ten issues and challenges of the hotel industry by the International 
Society of Hospitality Consultants in 2002 is finding, training, motivating and retaining capable employees. 
This was only one of two issues that remained from the 200I list (Patterson and Raleigh, 2002). 
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customer service with the potential result of diminishing goodwill 
between hotel and customer, but also tends to be very expensive. 
Wasmuth and Davis (1983) estimated hotel turnover costs averaged 
about $2,500 per employee. Independently, the former CEO of 
Trusthouse Forte estimates that costs of managerial turnover are even 
higher- $17,000-$20,000 per turnover (Hogan, 1992) . \A/asmuth and 
Davis conservatively calculated that an average full-service hotel with 
300 employees and 60% employee turnover (180 employees) could save, 
if reducing employee turnover to 30% or 90 employees, $225,000 per 
year. Hinkin and Tracey recently studied turnover economics for just 
one position, front desk associate, in upscale hotels located in Miami and 
New York. Costs ranged from about $5,800 per associate in Miami to 
$12,200 in New York; if a New York hotel has a 50% turnover rate, that 
front desk position alone could cost the hotel $95,000 per year (Hinkin 
and Tracey, 2000). 
While there are many reasons for employee turnover, two reasons 
cited in the Educational Institute (EI)-American Hotel & Motel 
Association study include [a lack of] career advancement and getting a 
job outside the industry (EI-American Hotel & Motel Association, 1998). 
Michele Bailey DiMartino, EI's Vice President at the Center for Hospitality 
Research Solutions, acknowledges that the hospitality industry needs to 
work on the industry's image problem. "We need to do a better job of 
convincing employees that that the hospitality industry is a place where 
you can build a career" (EI-American Hotel & Motel Association, 1998). 
Hinkin and Tracey add that the people who leave are also the most 
talented, "while the people who remained in their jobs often did so 
because they had few options" (2000). This realization compounds the 
damage of high turnover - higher costs and lower service quality. 
4 . Future Hotel Human Resource Concerns 
15 
The focus on human resources in the hotel industry will remain a 
critical success factor in the future. A recent study highlights the need 
for closer attention to human resource issues for the 21 st century. 
Hospitality 2000: The People, an industry study undertaken in 1997 by 
Arthur Anderson, a world leader in professional service delivery, in 
conjunction with New York University's Center for Hospitality, Tourism 
and Travel Administration, surveyed over 500 senior hotel executives 
worldwide about issues their hotel companies face now and in the future. 
Their findings indicate that " ... effective management of people ... the 
intangible assets that are more difficult to control and measure- will 
distinguish the most successful companies of the next century ... .In the 
world of the 21St century, .. .it is the people who will continue to offer 
"high touch" services, the human interaction that is key to customer 
satisfaction. Those organizations that transcend mediocrity and sustain 
16 
competitive advantage over time will be the most successful in leveraging 
people." (Arthur Andersen and New York University, 1997, p. 5). 
Within the study, several critical findings underscore both the 
difficulty and necessity of hiring and retaining the highest quality staff. 
These findings include the following points: 
First, "while the business plan details what an organization wants 
to do, HR [Human Resource] planning is critical to how a company 
operationalizes and achieves these goals" (Arthur Andersen and New 
York University, p. 6). One of the key elements necessary for a hotel 
company to meet such goals as increased profitability, higher customer 
satisfaction rates or greater market share , is the way in which the hotel 
defines and implements the human resources function in the 
organization. Harvard Business School Professors James Heskett, W. 
Earl Sassar, Jr. and Leonard A. Schlesinger reinforce this concept in 
their book, The Service Profit Chain, which highlights the relationship 
between human resources and profitability (Heskett, Sassar and 
Schlesinger, 1997, p. 12) . 
Second, "the hospitality industry of the future will be faced with 
formidable challenges in recruiting and retaining employees, with labor 
shortages potentially on the horizon. Nevertheless, a large number of 
respondents (about one-third) indicate they have no recruitment plan in 
place" (Arthur Andersen and New York University, 1997, p. 6). These 
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challenges are already upon the industry, and continue to be a major 
concern . David Heath, a hospitality industry labor management 
consultant, stated several major hotel companies have contacted him 
regarding new methods for recruiting and addressing labor shortage 
issues (personal communications, April, 2000). As noted by the 
Educational Institute report, employee retention also remains a problem 
(Educational Institute, 1998) . 
Third, the study highlights the paradox within the hotel industry 
related to training. Finding "training is a major concern for the future, 
but the planning process evidently needs to be improved .... One third of 
the respondents either took no position or viewed that their [training] 
plan was ineffective ." (Arthur Andersen and New York University, 1997, 
p. 6 .) The study points, however, to training and education as key 
success factors for hosoitalitv comoanies. "The continued orosoeritv of 
..L ,J .... • .... .... ..., 
hospitality and tourism will thus depend largely on well-educated human 
beings- individuals who can solve problems, weigh and judge critical 
issues, while providing quality service on both strategic and operational 
levels" (Arthur Andersen and New York University, p. 47). The study cited 
the added value of training with regard to its impact on productivity. "As 
human capital becomes more expensive to recruit, train and develop, 
increasing attention is being devoted to those factors that affect 
productivity" (Arthur Andersen and New York University, 1997, p. 7). 
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Respondents of the Andersen/New York University study overwhelmingly 
cited training (94 percent) as having the greatest potential impact on 
positively affecting productivity (Arthur Andersen and New York 
University, p. 7). Thus, the study concludes, " ... hospitality organizations 
are under pressure to improve both training and development to produce 
results and mitigate turnover by enhancing the oven:vork experience" (p. 
47). 
Fourth, the study found plenty of room for improvement of employee 
evaluation and performance measurement processes. According to the 
findings, the majority of employee appraisals were conducted by 
immediate supervisors: 60% for senior management, and over 80% 
supervisory performance review for department heads, supervisory staff 
and general staff (Arthur Andersen and New York University, 1997, p. 
60). A much smaller percentage of performance appraisals were 
conducted by peers or subordinates (less than 20%) and 25% or less by 
customers. It appears there is ample opportunity to incorporate the 
newer "360-degree" feedback model, which incorporates input from 
supervisors, peers, subordinates and customers; this model represents a 
valuable means of eliminating bias by collecting and combining sources 
from multiple feedback (Andersen, p. 7). 
Finally, when respondents were queried about the most critical 
"people" issues of the future, the top priorities included employee 
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satisfaction, employee retention, empowerment and the skill level of the 
workforce (Arthur Andersen and New York University, 1997, p . 7). These 
human resource issues are all present today and according to the 
responses of 500 hotel Chief Executive Officers, corporate executives and 
general managers who participated in the Andersen / NYU study, will 
continue to be of m ajor concern in the future. 
5 . Hotel Industry and Competencv Models 
There has been a plethora of competency studies, research, editorial 
discussion relating to general business needs . There is , however, a 
limited amount of competency research specifically addressing either the 
h otel industry or (in a la rger context) the hospitality industry. 
As a profe ssiona l involved th e h ospita lity industry for twenty-five 
years in s evera l different roles , including operations (as both line 
employee and manager), consultant to many hotel companies and in my 
current position as academic instructor for future hospitality leaders, I 
recognize the value of prior work extending competency research into the 
hospitality field . There are, however, some limitations with hotel-based 
research to date . The research process used for these models, including 
Reynolds (2000), Kay and Russette (2000) , Tas (1988) and Purdue, 
Ninemeier and Woods (2000), Okeiyi, Finley and Postel (1994), Tas, 
Labrecque and Clayton (1996), and the Educational Institute of the 
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American Hotel & Motel Association's (EI-AH&MA4 ) professional 
certification process for Certified Hospitality Administrator and Certified 
Lodging Manager (1999), were limited to survey methodology. Using this 
technique alone may result in two problems. First, surveys allow people 
to respond as to what they think is important, but may not be based on 
actual evidence. "The basic principle of the competency approach is tha t 
what people think or say about their motives or skills is not credible. Only 
what they actually do, in the most critical incidents they have faced, is to 
be believed" (Spencer and Spencer, 1993, p. 115) . Spencer and Spencer 
cite Harvard psychologist Chris Argyris (1974), "that people's "espoused 
theories of action" (what they say they do) bear no relation to their 
theories in use (what they actually do)" ( 1993, p. 115) . The behavior 
event interview (BEI) method eliminates the bias of self-reporting in A 
surveys a nd provides a more accurate picture of relevant competencies. 
BEI-based competency model can possibly refine or help reinforce the 
previous studies' results. 
A second concern regarding previous hospitality industry 
competency studies was the selection of the survey participants. 
Although all the survey participants represented individuals with hotel 
experience, there was no distinction regarding their competency level. 
4 The AH & MA is the umbrella organization for the hotel industry; the Educational Institute is the AH & 
MA's training and educational resource division. 
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The answers supplied did not differentiate between outstanding 
performers and average performers. Thus, the models created based on 
this data may not reflect the knowledge, skills and attributes of stellar 
performers, which may compromise the applicability of the competency 
models for the different hotel human resource functions. 
A third concern about prior studies refers to the level of 
competencies for which the models are developed. The job competencies 
are often divided into two categories: threshold competencies and 
differentiating competencies (Spencer and Spencer, 1993 , p. 13). "A 
threshold competency is a person's generic knowledge, motive, trait, self-
image, social role or skill which is essential to performing a job, but is 
not causally related to superior job performa nce" (Boyatzis, 1982, p.23). 
These competencies reflect the minimal level of competence that is 
needed to perform a particula r role. For example, a hotel front desk clerk 
must be able to successfully check a customer into the hotel, but 
success in this task does not denote outstanding performance. It is the 
minimal level of acceptable skill that is needed to retain employment. 
On the other hand, differentiating competencies are the factors that 
distinguish superior from average performers (Spencer and Spencer, p. 
15). A front desk clerk with superior competencies may not only check 
in a customer successfully, but with a high service orientation may 
increase customer satisfaction by using the customer's name and 
addressing his/her special requests. The Educational Institute-
American Hotel & Motel Association certification process for hotel 
managers appears to represent the minimal or threshold competencies 
required, not necessarily outstanding performance. Although the EI-
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AH & MA pedagogy and hence methodology is appropriate and useful for 
an industry-wide certification process, it may not be the most effective 
tool for establishing outstanding competencies. By focusing specifically 
on differentiating competencies rather than threshold competencies, this 
study enhances the foundational work done through the EI-AH & MA 
certification process, offering a competency model that provides insights 
beyond the basic skill requirements to the skills and experience that 
exemplify outstanding work in a hotel operation, thus providing a tool for 
hotels that will add depth to its hiring and employee assessment 
processes. 
A final thought on the previous studies - even among the few 
studies available, most apply competencies toward a narrow niche in the 
broader hospitality industry and not specifically to hotels. Reynolds 
(2000) focuses on foodservice managers for chain restaurants and 
Purdue, Ninemeier and Woods' (2000) research centers on country club 
managers. Although Tas' (1988) research is based specifically on the 
hotel industry, his study focuses solely on hotel management trainees. 
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One study that examines the hotel industry exclusively is by Enz 
and Sigauw (2000), compiling 51 different best practices for the human 
resource function of the hotel industry. Of the 51 best practices, only 
two companies are singled out as using chain-wide skill development 
models (i.e. competency model development). Choice Hotels developed a 
competency model on the corpora te level, but did not apply it to the hotel 
operations level. Marriott International does use a "framework for 
developing leaders," but the Enz and Sigauw study does not provide data 
about the construct or application of this framework, thereby limiting its 
use in enhancing knowledge about skills and competencies broadly in 
the hotel industry. 
This dissertation study can benefit the hotel industry. The 
research methodology, behavior event interviews, is grounded in a 
proven, systematic process that builds on and refines previous hotel 
competency model studies that are based solely on the singular data 
collection technique of surveys. Second, the level of competencies being 
addressed is based on superior performance rather than threshold levels . 
The focus is directed specifically towards hotel operations, thereby 
addressing staff functions that have the greatest potential for enhancing 
direct customer service, a cornerstone of success in the hotel industry. 
The result is a model than can benefit one of the most critical 
components of hotel operations- the human resource function, which 
includes recruiting, selecting, paying, training and retaining employees. 
C. Statement of the Problem 
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Hotels have made some progress in the use of competency models . 
A number of recent studies describe the ways competency models have 
been developed and used in the hotel industry and highlight the impact 
of their use. While the competency models used and corresponding 
studies undertaken to date identify some of the core skills, experiences 
and knowledge needed in hotel management, the work is not complete. 
The hotel industry has relied almost exclusivelys on the survey method of 
developing and collecting data to research competency models for hotel 
managers. These methods, while valuable for assessing perceived needs 
in the organization, do not incorporate actual skills or experience that 
successful hotel managers exhibit. 
This study uses the qualitative behavior event interview method to 
develop a competency model for hotel managers based on actual 
successful experiences of hotel managers. This study furnishes the 
industry with data that can be used to enhance existing competency 
models to more accurately reflect the needs of hotels and the skills, 
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knowledge and experience of individuals most likely to succeed in hotel 
management positions. 
D. General Hypotheses/Major Research Questions 
This study was premised on the hypothesis that the behavioral 
event interview (BEI) methodology could be used to develop a competency 
model for hotel managers. In creating this new model for the hotel 
industry, this study identifies the competencies that define outstanding 
managers compared to average performers. In addition, actual 
competencies identified in this study are compared to previous 
competency studies using survey-based methodologies. 
E. Definitions 
To understand fully the implications of this study, it is important 
to provide operational definitions of the terms and concepts presented. 
The following terms are explained in the context of this study: hotel, 
hotel managers, competencies, competency model, behavior event 
interviews, performance, and validate previous studies. 
5 The exception to survey-based competency model for the hotel industry is provided by Aston (1996), who 
chronicles the success of Holiday Inn's ability to use competency models to link compensation and 
individual performance to business objectives in 1991. Holiday used the behavior event interview 
technique to create the competency model. 
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Hotels. The Webster New World Dictionary defines hotel as "an 
establishment providing lodging, and frequently meals and certain other 
services, for the accommodation of travelers, semipermanent residents, 
etc." (1970, p. 679). Dupre and Lane offer a variety of scales on how to 
classify a hotel, including size, price, location, configuration, affiliation, 
service levels/amenities and facilities (1997, p. 165). The last 
classification, service level, is one of the more standard approaches to 
defining a hotel property- full service or limited service. "Full service 
hotels provide a wide variety of services, but the single factor that 
separates them from limited service properties most clearly is the 
availability of a full food service operation" (Powers and Barrows, 1999, 
p. 249). Price and accompanying service levels further segment each 
classification . For example, full service hotels can be viewed as luxury, 
upscale and midscale, while limited service hotels can be defined as 
midscale without food and beverage, economy, and budget (Powers and 
Barrows, p. 249). For the purposes of this study, hotels will refer to full 
service hotels, since their complexity and higher staffing levels require 
greater management functions. 
Hotel Manager. "Management, in simple terms, is the act of getting 
things done through other people. Management involves making 
decisions, allocating resources and directing activities of others to attain 
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goals ... The people who oversee the activities of others and who are 
responsible for attaining goals in these organizations are managers" 
(Heade, 199x, p. 5). The term hotel manager typically refers to those 
individuals responsible for the daily operations of a hotel. There are 
often three levels of management hierarchy as outlined in a hotel's 
organizational chart, four including the general manager, who oversees 
the entire operation. Level one reports directly to the general manager, 
and includes, essentially, the executive committee (governing body) of the 
hotel (Mount and Bartlett, 1999). Level two managers are those who 
report directy to level one and level three managers report to level two. 
Mount and Bartlett found that those at the next level were hourly 
supervisors and did not perform management functions . Since most 
research has been about general managers and they represent the 
smallest percent of management positions and level three performs the 
least amount of management functions, this study focuses on hotel 
managers who represent levels one and two. 
Competencies. Boyatzis focuses on the essence of competencies by 
asking, "what enables a person to demonstrate the "specific actions" 
that lead to "specific results?" (1981, p. 12). Parry (1998) defines a 
competency as a "cluster of related knowledge, attitudes and skills that 
affects a major part of one's job; that correlates with performance on the 
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job; that can be measured against well-accepted standards; and that can 
be improved via training and development." There is some debate (as 
well as some confusion) regarding the definition of competencies, which 
in turn affects how the concepts of competencies are applied. Although 
in-depth description, evolution and application of competencies and 
competency models are presented in chapter two, the descriptions 
provided by Boyatzis and Parry provide a working framework for how 
competencies a re used for the purposes of this dissertation. 
Competency Models. A job competency model identifies the particular 
combination of competencies (knowledge, skills and characteristics), 
needed to effectively perform a role in an organization (Lucia and 
Lepsinger, 1999, p . 5) . Mansfield defines a competency model as a 
"detailed, behaviorally specific description of the skills and traits that 
employees need to be effective in ajob" (1996, p . 7) . Similarly, Dubois 
adapts Boyatzis' views to define a competency model to "include those 
competencies that are required for satisfactory or exemplary job 
performance within the context of a person's job roles, responsibilities 
and relationships in an organization and its internal and external 
environment" (Dubois, 1993, 9). 
Competencies must be viewed not only within the context of the 
person and the job position, but also within a particular organization. 
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The intersection of the individual's competencies and the job's demands 
must also be juxtaposed with the organizational environment to 
ascertain whether superior performance is accomplished. "Effeclive 
performance of a job is the attainment of specific results (i.e. outcomes) 
required by the job through specific actions while maintaining or being 
consistent with the policies, procedures and conditions of the 
organizational environment" (Boyatzis, 1982, p.12). An action performed 
in one company that is applauded and may be considered a competency, 
may be viewed negatively and shunned in another company. For 
example, a hotel company that is financially aggressive might value risk-
taking behavior to achieve growth projections. The same actions taken 
in a fiscally conservative company, however, might be considered 
reckless and unprofessional, even if the same financial results are 
achieved. The specific action taken by a manager using his or her 
competencies must be put into the context of the organizational 
environment (in this case, a hotel company), to understand whether the 
action is effective. Thus, a competency model should be framed to 
include not only the job requirements and employee skills, but also the 
right fit within an organization's goals and culture. 
Behavioral Event Interview. A Behavior Event Interview (BEI), sometimes 
referred to as a Critical Behavior Interview (CBI) is a qualitative approach 
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to collecting data. Both superior and average managers are interviewed 
and asked to describe, in great detail, situations when they were 
particularly effective and situations when they were ineffective . After 
transcribing, coding and analyzing the interviews, critical competencies 
that distinguish star performance from average performance is identified 
(Dubois, 1993, p. 77). Data collected from BEl methodology are "by far 
the most valuable for va lidating competency h ypotheses generated by 
other methods and for discovering new competencies" (Spencer and 
Spencer, 1993, p. 98) . 
Outstanding and Average Peiformance. To distinguish outstanding 
performance from average performance, it is critical to identify and 
measure performa nce effectiveness criteria . If the wrong performa nce 
measurements are chosen to develop a competency model, the model will 
incorporate competencies that are ineffective to meet organizational 
objectives (Spencer and Spencer, 1993, p . 95). One type of yardstick can 
include "hard" outcome measures, such as sales, profits and productivity 
measures. Additional meaningful criteria can include ratings supplied 
by supervisors, peers, subordinates and customers. (Spencer and 
Spencer, p .94). This study uses performance criteria for management 
positions supplied by the hotels being researched. 
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Previous competency studies. By using a research approach that differs 
from prior studies, it is possible to compare conclusions from previously 
established studies. The data collected from the Behavioral Event 
Interviews can corroborate conclusions derived from earlier studies. If 
the findings are different, previous competency models can be modified 
to more accurately reflect the new research. The most appropriate 
previous study to use as a comparison for this study is Kay and Russette 
(2000) for five reasons. First, it is one of the most recent studies, 
published in April 2000 and therefore represents current data for 
comparisons. Second, the research methodology from Kay and Russette 
is based on surveys, allowing for different data collection comparisons. 
Third, Kay and Russette's study incorporates data from three previous 
hospitality-based competency research studies, allowing for a more 
comprehensive analysis. Fourth, it focuses specifically on the hotel 
segment of the hospitality industry, as opposed to other hospitality 
industry segments. Finally, the study breaks out three different levels of 
hotel management, allowing for more targeted comparisons by level of 
management responsibility. Considering these five factors, the Kay and 
Russette model provides the most appropriate and meaningful model to 
compare against the research collected in this study. 
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F. Summary of Overview 
Herb Kelleher, Chief Operating Officer of Southwest Airlines, one of 
the most successful hospitality service organizations in existence as 
recognized by several measurable indicators6, identifies his employees as 
the key to the company's success (Brelis, 2000) . But finding, hiring, 
developing and keeping the right employees is not an easy task, 
especially since unemployment rates are so low on a national level. One 
tool that can aid a company's critical human resource component is an 
accurate competency model. Competency models are particularly useful 
for the hotel industry, since hotels are more labor intensive than other 
service fields. 
Although there has been much research about the development 
and application of competency models for business in general, there has 
been limited research addressing the hospitality industry in particular. 
In addition, the studies produced for hotels have used surveys as the 
data collection methodology. While these studies have been very useful, 
they have not been validated using the more qualitative-rich behavior 
event interviews, which thematically codes actual events to develop 
competency models, rather than relying on what people assume is 
important. This chapter identified the importance of confirming the 
6 Success includes the only airline to post 25 straight years of profits , and is among industry leaders in on-
time performance and fewest number oflost bags and customer complaints (Brelis, 2000). 
previous hotel research studies with a different data collection tool, the 
behavior event interview technique, which is the basis for this study. 
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Chapter two presents a history of competency models, including 
the modern day origins, precursors and major contributors to today's 
competency. The application and role of competency models in business 
is explained. In addition, competency model issues and concerns are 
presented. The chapter presents specific hotel industry competency 
model research and illustrates how this dissertation relates to and fills 
the gap in hotel competency model development, furthering the study 
and application of competency models. 
Chapter three provides an overview of the research methodology 
for this project. It includes a description of the conceptual framework for 
the study. An explanation for using specific qualitative research 
techniques with accompanying rationale is presented. Design of the 
study is outlined, including defining the population researched, data 
sources, and gathering and analysis techniques. Finally, limitations of 
the study are also reviewed to help put the dissertation in proper 
perspective. 
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CHAPTER 2: Review of Related Research 
A. Chapter Overview 
This chapter reviews the historical influences, definitions, and 
development of competency model theories. The application of 
theoretical models for human resource components of organizations is 
, 1 • 1 m 1 r , 1 1 1 , t ' 1 oucnnea. 1 ne scope 01 compeiency moae1 aeve10pmen ana researcn 
specifically for the hotel industry is also described, including the 
industry shortcomings. Finally, this chapter illustrates how this 
research study fills these research gaps and provides new data to create 
a model for superior managers that can be used to improve hotel 
operations. 
B. Intellectual History of Competency Models 
1. Earlv Modern Competency Model Development: McClelland 
The roots of competency models in business today can be traced to 
Harvard Professor David C. McClelland (Lucia and Ledsinger, 1999, p. 
15). In the early 1970's, McClelland asserted that there was an 
incongruity to using standardized intelligence tests for certain jobs (Lucia 
and Ledsinger, 1999, page17). McClelland cites Hoyt (1965), Hudson 
( 1960) and Berg ( 1970) in his argument that there is often no correlation 
between intelligence tests, exams or grades and success after school 
35 
(McClelland, 1973). In his 1973 article, Testing for Competence Rather 
Than for "Intelligence))) McClelland states that scholastic tests merely 
indicate how well one will do in earning grades in school, mainly because 
intelligence tests are similar to tests in school, but do not predict success 
after academia. He questions the logic of such tests which ask, for 
example, if a prospective policeman knows the meanings of the words 
"lexicon" and "quell" as part of an entrance exam. Instead, he suggests 
testing for competencies stating, "If you want to test who will be a good 
policeman, go and find out what a policeman does . Follow him around, 
make a list of his activities, and sample from that list in screening 
applicants" (McClelland, 1973). 
In this Testing for Competence Rather Than for "Intelligence)) article, 
McClelland ( 1973) outlines six guidelines that became the foundation for 
modern competency model development. Although McClelland's 'I.Vork 
focused on testing in the field of education, his work and the framework 
he devised is applicable to business. First, McClelland points out that 
the best testing is criterion testing. Although seemingly obvious, it 
should not be overlooked that tests should reflect the task to be 
achieved. The methodology McClelland used to identify appropriate 
criteria for testing is logical: identify the competencies of highly 
successful people compared to average performers in the area being 
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studied and use the differences between the two sets of competencies as 
a guide for developing an appropriate test. 
Second, tests should be designed to reflect changes in what the 
individual has learned. All skills, traits, and knowledge can be affected 
by training and development. McClelland argues, "One of the hidden 
prejudices of psychology .. .is that any trait, like racial prejudice, is 
unmodifiable by training. Once a bigot, always a bigot. There is no solid 
evidence that this trait or any other human trait cannot be changed. So 
it is worth insisting that a new test should be designed especially to 
reflect growth in the characteristic it assesses" (McClelland, 1973). 
Third, individuals to be tested should be informed explicitly about 
how to improve on characteristics to be included in the test. This 
provides potential applicants with the opportunity to focus on the 
necessary skills required before the test is given. Fourth, tests should 
assess competencies involved in clusters of life outcomes. Rather than 
identifying hundreds of specific tasks one must achieve to perform well 
in a particular job, and developing thousands of tasks for different 
occupations, McClelland suggests grouping similar competencies 
together into related clusters. For example, one cluster might be 
communication skills, which would include a subset of writing, reading, 
and identifying nonverbal clues. Other clusters might be for patience or 
moderate goal setting. 
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The fifth guideline McClelland suggests is that tests should involve 
operant as well as respondent behavior. In almost all tests, the test giver 
is looking for a specific response (e.g. the right answer, such as in 
multiple choice or fill-in-the-blank questions). However, "since life 
outside of tests seldom presents the individual with . . . clearly defined 
choices," tests should be designed with operant responses (McClelland, 
1973). In other words, tests should allow for greater reflection of the real 
world, where no set solution is presented, but the individual 
spontaneously makes a response in the absence of a very clearly defined 
stimulus (McClelland). 
The sixth guideline McClelland offers is that tests should sample 
operant thought patterns to ensure tests can be applied generally to 
various action outcomes . To avoid the problem of defining hundreds of 
specific tasks for each specific occupation as mentioned in guideline four 
above, McClelland suggests focusing on "defining thought codes because, 
almost by definition, they have a wider range of applicability to a variety 
of action possibilities. That is, they represent a higher order of 
behavioral abstraction than any given act itself which has not the 
capacity to stand for other acts the way a word does" (McClelland, 1973). 
For example, a person might exhibit a number of actions that appear 
unrelated, such as taking an aggressive stance, volunteering to help 
others solve technical problems, taking steps to ensure skills and 
knowledge are current, among others (Spencer and Spencer, 1993, p. 
76). Yet when these actions are considered in the aggregate, they may 
indicate a motivation for power, a motivation that correlates highly with 
these distinct actions. 
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McClelland's research, begun in the 1950's, grounded in 
psychology and emphasizing motivation and achievement as applied to a 
person's competencies, was noticed by a high ranking official in the 
United States Information Agency (USIA) in the early 1970 's (Lucia and 
Ledsinger, 1999, p. 15). The USIA had a selection problem: minorities 
were invariably eliminated in the preliminary stages of the selection 
process, and the screening tests proved to have very little relation to how 
well USIA officials actually did their jobs (Lucia and Ledsinger, p. 15) . 
McClelland and colleague Charles Dailey were hired to develop a 
more effective selection test. Reports Lucia and Led singer ( 1999 , p . 15): 
McClelland interviewed both outstanding and mediocre 
employees, asking them to describe in great detail three 
incidents where they felt they had performed outstandingly and 
three where they felt they had really messed up . .. . they asked 
minutely detailed questions to establish a clear picture ... These 
detailed descriptions enabled them, when analyzing the stories, 
to find a pattern: what competencies the outstanding 
performers had demonstrated that the others hadn't. Some 
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favorable competencies were far beyond the straightforward 
management skills that might have been expected ... 
Interestingly, many of the skills that the panel of experts had 
identified as crucial to job performance turned out to be 
irrelevant to the everyday duties of the people interviewed by 
McClelland and Dailey. 
Using the experience of the United States Information Agency and 
years of research, McClelland, with fellow psychologist David Berlow, 
formed a consulting company to put the competency concept into 
practice. Starting in 1973, the Boston-based McBer Company was hired 
to research and identify the competencies needed to excel in managerial 
positions for both industrial and government organizations (Lucia and 
Ledsinger, 1999, 18). The consulting company continued to refine and 
strengthen the process for developing and building competency models. 
The fruit of this research and experience is discussed in the following 
section, highlighting findings outlined by McBer consultants Richard 
Boyatzis, Lyle Spencer and Signe Spencer. 
2. Continued Model Development: McBer Company's Boyatzis and 
Spencer & Spencer build upon McClelland's work 
Boyatzis, a colleague of McClelland at McBer Company, focused on 
the essence of competencies, asking, "what enables a person to 
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demonstrate the 'specific actions' that lead to 'specific results'?" 
(Boyatzis, 1981, p. 12). McBer's Spencer and Spencer offer a detailed 
definition: A competency "is an underlying characteristic of an individual 
that is causally related to criterion-referenced effective and/ or superior 
performance in a job or situation" (Spencer and Spencer, 1993, p. 9). 
Spencer and Spencer define underlying characteristic as a fairly deep and 
enduring part of one's personality. Causally related means that a 
competency causes or predicts behavior and performance, and criterion-
referenced effective and/ or superior performance means that the 
competency actually predicts who does something well or poorly, as 
measured by a specific criterion or standard (1993, p.9). 
To understand this definition more fully, it is necessary to expand 
upon the italicized phrases in the competency description above. First, 
underlying characteristics apply to how embedded a competency is to a 
person. The types of competencies described above have different 
practical implications when applying a conceptual framework to 
business. Boyatzis (1982, p. 21) explains that these underlying 
characteristics are ways of behaving or thinking, generalizing across 
situations, and enduring for a reasonably long period of time. Spencer 
and Spencer (1993, p.11) outline five types of competency 
characteristics: ( 1) motives, that is what a person thinks about that 
causes action; (2) traits, defined as physical characteristics or which are 
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consistent responses to situations or information; (3) self-concept, which 
reflects a person's attitudes, values or self-image; (4) knowledge, which 
represents information a person has in specific content areas; and (5) 
skill, the ability to perform a particular physical or mental task. 
As illustrated by Spencer and Spencer (1993, p.11) , in Figure 2-1, 
knowledge and skills competencies tend to be more apparent. The 
analogies of a "tip of the iceberg" and the outermost of concentric circles 
illustrate that these competencies are the most visible, considered 
surface (Figure 2-1). Spencer & Spencer contend that these surface 
competencies are the easiest to develop, and can be accomplished cost-
effectively through training practices. 
Self-Concept 
Trait 
Motive 
Surface: 
Most easily 
developed 
Figure 2.1 Central and Surface Competencies 
Skill 
Core personality: 
Most difficult 
to develop 
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In contrast to skills and knowledge competencies are traits and 
motives, which are hidden, below the visible water line in the iceberg 
model, and in the innermost circle in the concentric circle model. These 
competencies are closer to the core of one's personality", and although 
they can still be developed, they are harder to assess and improve. 
Spencer and Spencer ( 1993, p. 12) indicate that it is more cost-effective 
for a company to select (i.e. hire) an individual vvho exhibits these 
competencies rather than designing programs for employees to develop 
them. Hence, the expression "you can teach a cat to swim, but it's 
easier hiring a fish ." Paraphrasing McClelland, motives such as 
achievement, power and affiliation refer to a person's concern that drives, 
directs and selects behavior (Boyatzis, 1982, p . 28). Traits, such as 
taking initiative and walking fast, refer to a person's sty"lized behavior or 
generalized response to events due to a variety of related situational cues 
(Boyatzis, p. 29). Although a person's motives and traits can be altered 
through training, it is more difficult to achieve changes than skills and 
knowledge, which is why many companies include personality" profile 
assessments in their hiring practices. 
The self-concept competencies, including attitudes, values and 
self-image, fall between the outer-most competencies of skills and 
knowledge and the inner-core competencies of traits and motives. Self-
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image refers to a person's perception of himself or herself and the 
evaluation of that image (Boyatzis, 1982, p. 29). Like skills and 
knowledge competencies, these competencies can be altered through 
training or positive developmental experiences, but such change will 
occur with a greater degree of energy than is needed to augment skills 
and knowledge (Spencer and Spencer 1993, p .12). 
These competencies predict skill behavior actions, which in turn 
predict job performance outcomes (Spencer and Spencer 1993, p . l3). 
Boyatzis describes the relationship of competencies to outcome stating, 
"competencies are characteristics that are causally related to effective 
and/ or superior performance of a job." This means that there is evidence 
that indicates that possession of the characteristic precedes and leads to 
effective and/ or superior performance in that job" (Boyatzis , 1982, p .23). 
Spencer and Spencer illustrate this causal relationship in Figure 2-2 
below: 
"Intent" 
Personal 
Characteristics 
Motive 
Trait 
Self-concept 
Knowledge 
"Action" 
Behavior 
Skill 
Figure 2-2. Definition of a Competency 
"Outcome" 
Job 
Performance 
In brief, this definition implies that an isolated act without any intent 
does not constitute a competency- the action (outcome) must be 
triggered by the individual's objective of the action. 
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In addition to the action being purposeful, the third component of 
the competence definition noted above is that the competence is a lso 
criterion-referenced. "A characteristic is not a competency unless it 
predicts something meaningful in the real world." (Spencer and Spencer, 
1993, p. 13). There are two fundamental aspects of this explanation. 
First, the competency must be measurable so it can be compared with 
some tangible benchmark. Even though many competencies, such as 
leadership, are qualitative in nature, there should be some way to 
compare one person's competence against another person's or against an 
established standard . Second, the characteristic must be useful and 
applicable. It goes beyond the common management adage, "if it can be 
measured, it can be managed," to include the notion that whatever is 
being measured should be relevant and important to the job. 
Competencies must be viewed not only within the context of the 
person and the job position, but also within a particular organization. 
The intersection of the individual's competencies and the job's demands 
must be juxtaposed with the organizational environment to determine if 
superior performance is accomplished. "Effective performance of a job is 
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the attainment of specific results (i.e. outcomes) required by the job 
through specific actions while maintaining or being consistent with the 
policies, procedures and conditions of the organizational environment" 
(Boyatzis, 1982, p.12). An action performed in one company that is 
applauded and may be considered a competency, may be viewed 
negatively and shunned in another company. For example, a hotel 
company that is financially aggressive might value risk-taking behavior 
to achieve growth projections. Yet, the same actions taken in a fiscally 
conservative company might be considered reckless and unprofessional, 
even if the same financial results are achieved. The specific action taken 
by a manager using his or her competencies must be put into context of 
the organizational environment (in this case, a hotel company), to 
determine if the action is effective. Figure Three illustrates that a 
particular action is effective when there is consistency between three 
components: an individual's competencies, a specific job's demands and 
the organizational environment (Boyatzis, 1982, p. 13). This framework 
can best be summarized by Boyatzis (p. 16): 
The job demands component reveals primarily what a person 
in the job is expected to do. The organizational environment 
component reveals some aspects of what a person in a 
management job is expected to do, but primarily reveals how a 
person is expected to respond to the job demands. The 
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individual's competencies component reveals what a person is 
capable of doing; it reveals the why he or she may act in certain 
ways. 
A job competency model identifies the particular combination of 
competencies (knmlirledge, skills and characteristics), needed to perform a 
role in an organization effectively (Lucia and Lepsinger, 1999, p. 5). 
Mansfield defines a competency model as a "detailed, behaviorally 
specific description of the skills and traits that employees need to be 
effective in a job" ( 1996, p. 7). Similarly, Dubois adapts Boyatzis' 
The organizational 
environment 
The job's 
demands 
Figure 2-3. Effective job performance model 
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views to define a competency model to "include those competencies that 
are required for satisfactory or exemplary job performance within the 
context of a person's job roles, responsibilities and relationships in an 
organization and its internal and external environment" (Dubois, 1993, 9). 
Despite the need to adjust for individual/professional development of 
competencies and the priorities of the specific organization, there is 
potential for devising generic competencies with models to assist 
organizations to better understand the management function. 
3. The generic competency model 
Since McClelland's early work in competency models, there has 
been continual advancement and refinement of his initial research. The 
two greatest contributions have come from his McBer colleagues. The 
first was published by McBer's Chief Executive Officer, Richard Boyatzis, 
in 1982. Boyatzis organized, analyzed and categorized the company's 
interviews with over 2000 managers holding 41 different management 
positions in twelve distinct organizations. The result was a clear 
representation of 21 separate competencies presented in a logical format 
that can be applied by an organization to develop more effective 
managers (Boyatzis, 1982). 
The second major contribution was published by Lyle Spencer, 
McBer's CEO after Boyatzis and Signe Spencer, a Senior Research 
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Associate. Building upon Boyatzis' work, the Spencers summarized two 
decades of McBer's competency studies based upon the McClelland/ 
McBer job competence assessment methodology (JCAM). They updated 
and refined the 21 most common competencies derived from McBer's 286 
studies. Spencer and Spencer also created a Competency Dictionary, 
providing those in the human resource field, a common language to 
foster more effective communication (Spencer and Spencer, 1993). The 
dictionary "presents competencies in generic form, in scales designed to 
cover behavior in a wide range of jobs, and to be adopted for many 
applications (Spencer and Spencer, 1993, p. 23). The scales refer to a 
"clear progression from lower to higher levels ... of competency behavioral 
indicators [for each competency] on one or more dimensions" (p. 21). 
Typical dimensions for the different competencies include intensity or 
completeness of action, size of impact, complexity, amount of effort and 
distinctive dimensions. Of the 760 separate behavioral indicators 
identified, 360 defined competencies that accounted for 80 to 98 percent 
of the behaviors of each model. The remaining 400 behavioral indicators 
described rarely observed competencies, which are defined as "uniques" 
(Spencer and Spencer, p. 22). 
Spencer and Spencer's work is very thorough and applicable in a 
wide range of settings. In studying a broad spectrum and quantity of 
materials on this topic, this author found no body of research presenting 
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competency models that came close to the level of detail conveyed in the 
Spencers' study. Spencer and Spencer, however, offer some cautionary 
notes about their research7 . First, the "generic dictionary scales are 
applicable to all jobs- and none precisely." Many competencies may be 
irrelevant to any given job, and even if a competency is critical, the scale 
describing the competency may be immaterial. Minimum threshold 
levels and differentiating levels must be established for each position's 
competency; generic models are effective starting points, "but are not a 
substitute for actual research" (Spencer and Spencer, 1993 p. 23). 
Second, the scales represent only the 21 most common competencies. 
As the Spencers' research showed, a job may require between 2 and 20 
percent of the unique competency characteristics. These unique 
competencies must be determined through actual research. Third, 
"higher levels on the scale are not necessarily better." Each job has an 
optimal point on the continuum. For example, a higher level of intensity 
for a service position may be no more effective than a lower level. 
When Spencer and Spencer aggregated a ll the studies, they had to 
distinguish how different researchers assigned different names for the 
similar types of competencies and logically group them together. 
Consequently Spencer and Spencer present the 21 competencies in six 
clusters, or groups of distinguishing competencies (1993, p . 19). Table 
7 This paragraph is paraphrased from Spencer and Spencer, 1993, pp. 23-24. 
2-1 illustrates each cluster and its corresponding competencies. Each 
competency includes a brief descriptions. 
Table 2-1. Generic Competency Dictionary 
I. Achievement and Action Cluster 
1. Achievement orientation is a concern for working well or 
for competing against a standard of excellence (results 
orientation, efficiency orientation, concern for standards, 
focus on improvement, entrepreneurship, optimizing use 
of resources) . 
2. Concern for order, quality and accuracy, refers to an 
underlying drive to reduce uncertainty in the surrounding 
environment (monitoring, desire to reduce uncertainty, 
keeping track). 
3. Initiative is a preference for taking action and includes 
doing more than is expected or required in the job or 
doing things that no one has requested (bias for action, 
decisiveness, strategic future orientation, se1zmg 
opportunities, being proactive). 
4. Information seeking is an underlying curiosity, a desire to 
know more about things, people or issues (problem 
definition, diagnosis focus, customer j market sensitivity, 
looking deeper). 
II. Helping and Human Service Cluster 
5. Interpersonal understanding implies wanting to help other 
people (empathy, listening, sensitivity to others, 
awareness to other's feelings, diagnostic understanding). 
6. Cu.stomer service orientation implies a desire to help or 
serve others to meet their needs (helping and service 
orientation, focus on client's needs, making the client a 
partner, end-user focus, attention to patient satisfaction). 
8 This table summarizes Spencer and Spencer 's research chapters 4 through 9 (1993) . 
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Table 2-1. Continued 
III. Impact and Influence Cluster 
7. Impact and influence reflects the individual's underlying 
concern with his or her effect on others (driven by the 
inner core motive of power, as described earlier by 
McClelland); expressing an intention to persuade, 
convince, influence, or impress others in order to get 
them to support the speaker's agenda (strategic influence, 
impression management, showmanship, targeted 
persuasion, collaborati\re influence). 
8. Organizational awareness refers to the individual's ability 
to understand the power relationship in his or her own 
organization, other organizations, or the organization's 
role in the larger world (playing the organization, bringing 
along others, awareness of client organizations, using the 
chain of command, political astuteness). 
9. Relationship Building is working to build or maintain 
friendly relationships with contacts who are or will be 
useful in achieving work-related goals (networking, use of 
resources, develop contacts, personal contacts, concern 
for customer relationships, ability to establish rapport). 
IV. Managerial Cluster 
10. Developing others is a special version of impact and 
influence, teaching one or several other people (teaching 
and trammg, taking responsibility for subordinates 
growth and development, coaching others, realistic 
positive regard, providing support). 
11. Directiveness: assertiveness and use of positional 
power expresses the individual's intent to make others 
comply with his or her wishes (decisiveness, use of power, 
use of aggressive influence, taking charge, firmness in 
enforcing quality standards, classroom control and 
discipline). 
12. Teamwork and cooperation implies a genuine intention 
to work cooperatively with others rather than 
competitively (group management, group facilitation, 
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Table 2-1. continued 
conflict resolution, managing branch climate, motivating 
others). 
13. Team leadership implies a desire to lead others (taking 
command, being in charge, vision, group management 
and motivation, building a sense of group purpose and 
genuine concern for subordinates). 
V. Cognitive Cluster 
14. Analytical thinking is understanding a situation by 
breaking it into smaller parts in a systematic way 
(thinking for yourself, pratical intelligence, analyzing 
problems, reasoning, planning). 
15. Conceptual thinking is understanding a situation by 
putting the pieces together, seeing the larger picture (use 
of concepts, pattern recognition, insight, critical thinking, 
problem definition, ability to generate theories). 
16. Technical/ professional/ managerial expertise includes 
both the mastery of a body of job-related knowledge and 
also the motivation to expand, use and distribute work-
related Knowledge (legal awareness, product knmvledge, 
expert-helper image, diagnostic skill, commitment to 
learning). 
VI. Personal Effectiveness 
17. Self-control is the ability to keep emotions under 
control and to restrain negative actions when tempted 
(stamina, resistance to stress, staying calm, not being 
easily provoked). 
18. Self-confidence is a person's belief in his or her own 
capability to accomplish a task (decisiveness, ego 
strength, independence, strong self-concept, willingness 
to take responsibility). 
19. Flexibility is the ability to adapt and work effectively 
with a variety of situations, individuals or groups 
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Table 2-1. continued 
(adaptability, ability to change, perceptual objectivity, 
objectivity, resilience). 
20. Organizational commitment is the individual's ability 
and willingness to align his or her own behavior with the 
needs, priorities of the organization (businessmindedness, 
mission orientation, v1s10n, commitment to the 
command's mission). 
21. Other personal characteristics and competencies refers 
to the five to 20 percent of competencies not covered in 
the above 20 generic competencies that distinguish 
superior performance in most jobs studied. Some of the 
more common personal competencies include 
occupational preference, accurate self-assessment, 
affiliative interest, writing skills, VISIOning, upward 
communications and concrete style of learning and 
communicating. 
The McBer company's generic model represents the most common 
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21 managerial competencies that define outstanding performance. Their 
data source, a compilation of 286 studies in several industries and 
different managerial levels, represents a solid framework a company 
might modify for its specific needs. While chapter three reviews research 
methods to be used to adapt this generic model for an individual 
company and this chapter later illustrates how organizations can 
effectively use competency models, it is important to acknowledge the 
research upon which modern competency models are built. The 
following section provides an historical perspective of competency models 
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by presenting prior management research that influenced current model 
success. 
4.Precursors to Modern Competency Model Development 
According to Robert Burton (1576-1640) in Democritus to the 
Reader "I say with Didacus Stella, a dwarf standing on the shoulders of 
a giant may see farther than a giant himself' (Bartlett). Building upon 
the work of those that come before us is a fundamental process of 
furthering knowledge that also applies to the study of management. A 
competency model answers the question of what kind of person will be 
effective in an organization in specific management jobs (Boyatzis, 1982). 
To provide better insight to current model development and business 
applications it is important to review the work of earlier management 
theorists, upon which competency models are built. One noteworthy 
pioneer Frederick Taylor, whose concept of scientific management theory 
in the 1920's "focused on work processes and increasing productivity 
levels ... in the workplace ... [his] emphasis was on work standards and 
task analysis, including time and motion studies" (Eade, 2000) . Taylor 
studied how to make the human machine most efficient, which included 
breaking down the subject into component parts (Lucia and Lepsinger, 
1999 , 17). In the same era, Mayo focused more on the human element, 
as he demonstrated in the Hawthorne study that "attention given to 
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workers and their working conditions improved their morale, which 
resulted in higher productivity" (Eade). Barnard (1938) wrote about 
employees' behavior with respect to cooperation in organizations in 
addition to the functional roles of executives. 
In the 1950's and 1960's, much research focused on management 
and motivation, the aim of which was to "systematically attempt to 
discover what competent management is" (Boya tzis, 1982, p. 8). Mazlow 
(1954) illustrates that a hierarchy of needs, involving the full range of 
human function, from physiology to self-actualization, drives personal 
motivation. The research of Herzberg (1961) highlights drivers that 
motivate people, such as achievement and recognition, which improves 
competence. McGregor ( 1960) developed the widely recognized Theory X 
and Theory Y model, underscoring that theoretical assumptions about 
human nature and huma n behavior are the basis for managerial 
decisions, which in turn affect performance. Ouchi (1980) later added 
Theory Z, which encapsulates employee involvement, highlighting the 
Japanese success after embracing Deming's9 lead in the total quality 
management movement (Garvin, 1986) . 
While motivation and morale play important roles in the overall 
competence of a manager, a full definition of manager competency must 
9 For more information on three major pioneers of Total Quality Management (TQM) movement, refer to 
"A note on Quality: The Views of Deming, Juran, and Crosby" Harvard Business School, 1986, case no. 9-
687-011. To order a copy, call 617-495-6117 . 
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contemplate the manager's role and function. In 1916, French 
industrialist Henry Farol asserted that managers "plan, organize, 
coordinate and control" (Mintzberg, 1973, p. 1). Drucker (1954) studied 
the roles and jobs of managers. Mintzberg (1973) built upon this concept 
and described the different roles a manager undertakes based on 
activities, as well as outlining different paradigms to view manageria l 
work. 
In addition to the role and function of a competent manager, 
earlier research also focused on characteristics and styles of effective 
managers. Argyris ( 1962) studied the impact of interpersonal competence 
(relationships and leadership) upon organizational effectiveness . Blake 
a nd Mouton (1964) created the Managerial Grid, describing key 
orientations for achieving production through people. In a similar 
research vein, Appley (1974) studied the core concept of management 
(i.e. "getting things done through other people") by identifying the nature, 
process and character of leadership. 
McClelland built upon the concepts and theories of these earlier 
researchers. In developing his competency model, McClelland studied 
not only the functions and demands of a specific job, but also the 
organizational environment in which the job exists and the person's 
competencies in the job being considered. Boyatzis ( 1982) also explains 
that McClelland's methodology is a refinement from previous models, 
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such as Kuhn ( 1962) for understanding managerial behavior. In the true 
spirit of Robert Burton's quotation, the next section highlights 
competency model development since McClelland's colleagues published 
their 1993 study, showing how newcomers to the field stood on the 
shoulders of the McBer pioneers to further the knowledge of competency 
models and reach new levels of understanding. 
5. Current Competency Model Development 
The past few years since the second comprehensive McBer study 
by Spencer and Spencer ( 1993) has seen an increase in articles and 
publications spouting the value and importance of competency models, 
written predominately by organizational behavior specialists and 
managerial consultants. This research can be ca tegorized into four 
overlapping areas: definition of competency concepts, concepts use a nd 
competency development in human resource departments, use of 
competency models in business applications and issues arising out of the 
competency movement. 
Clarification of the term competency has been a major topic 
addressed in business publications . Hoffman ( 1999) identifies two 
common definitions: one referring to the outputs, or results of training 
(i.e . competent performance) and the other referring to the inputs, or 
underlying attributes required of a person to achieve competent 
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performance. Rowe (1995a) distinguishes between "competence" which 
he defines as a standard of performance and "competency" referring to 
the behavior by which requisite standard of performance is achieved. 
Pierce (1994) defines the concepts similarly, and raises the issue of 
applying the competency framework for corporations. Parry ( 1998) 
explains that competency goes beyond what is commonly misunderstood 
as skill alone to include knowledge, attitudes and skills that affect a 
major part of one's job. 
Stuart and Lindsey (1997) highlight the difference between the 
United Kingdom's model of competences versus the United States' model 
of competencies. The UK model focuses heavily on employment 
occupation and performance requirements of job positions, while the US 
model is based upon inputs of managers. Much of the UK competence 
discussion details the British use of Management Charter Initiative 
(MCI), which devises standards for training and the National Vocational 
Qualifications (NVQ), "which aims to establish standards of competence 
across all work sectors" (Rowe, 1995b). Crabb (1991) and Faulkner 
(1998) illustrate the application of the MCI-based training scheme; Lane 
and Robinson (1995) and Robotham and Jubb (1996) examine 
competence standards under this UK rubric. 
A major area of research, although not as detailed as the Spencer 
and Spencer (1993) study, is the application of competency models for 
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corporations. Murphy (1995), McKenna (1999), Mansfield (1996) and 
Bratton (1998) look at methods of developing competency frameworks. 
Goodstein and Davidson ( 1998) and Sunoo ( 1999) apply competency 
concepts for employee selection, while Meade ( 1998) and Bell and Kerr 
(1987) concentrate on employee development and training. Hayes, Rose-
Quirie and Allinson (2000) studied senior managers' perceptions of the 
competencies required for effective performance. Greengard ( 1999) 
addresses the topic of using software to help an organization manage 
competencies and spot trends. Horney and Koonce (1995) review the use 
of competencies in organizational reengineeringlO efforts. 
Several managerial consultants and consulting companies have 
published books illustrating a framework for applying a competency 
model as a lever for increasing organizational effectiveness in a wide 
variety of areas. Dubois ( 1993) illustrates how to use competency 
models to further a company's strategic goals within a strategic systems 
model. British consultants Wood and Payne ( 1998) focus solely on 
competency-based recruitment and selection. Lucia and Lepsiner (1999) 
created a manual to develop and use competency models, with an 
emphasis on enhancing a 360-degree performance review feedback 
10 Reengineering is the quality approach of rethinking entire business processes to achieve breakthrough 
improvements, as opposed to the process of continual improvement, which builds upon current processes. 
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process. Lexington, Massachusetts-based consulting firm Linkage 
( 1999), offers seminars and services around the country on several 
aspects of competency models relating to human resource issues. Morris 
(1996) studied competency development as a strategy for change. 
Finally, Boyatzis ( 1998) published Transforming Qualitative 
Development, an in-depth guide to thematic analysis and code 
development for those organizations interested in understanding the 
theory of the critical incident interview methodology, the research 
technique McBer applied to develop competency models. 
While the major emphasis of competency research concentrates on 
defining managerial and employee competency models to be applied in 
different human resource functions (e.g. hiring, training, etc.), there is 
also a subset of writings that focuses specifically on developing 
competency models specifically for human resource managers . McLagan 
(1989) and Pace, Peterson and Porter (1986) provide outlines for 
developing future human resource professionals based on American 
Society for Training and Development (ASTD) 11 guidelines. Ulrich, 
Brockbank, Yeung and Lake (1995) compiled data from 1500 businesses, 
109 firms and over 12,000 employees to assess HR competencies. Ashton 
(1996), Eubanks, Marshall & O'Driscall (1990), Lawson and 
11 ASTD is an umbrella organization for human resource professionals . 
Limbrick (1996), Gorsline (1996) and Yeung, interviewing Boyatzis 
( 1996), investigate competencies for HR professionals. Kochanski and 
Ruse (1996) apply the process of developing competency models for HR 
organizations as a whole. 
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The fourth area of competency research focuses on a variety of 
issues regarding the competency model movement. Although this 
dissertation is based upon the McClelland/Boyatzis/McBer research-
based competency model development, there are related competence 
concepts that deserve mention. UK researchers Cheetham and Chivers 
(1996, 1998) propose bridging two disparate competency models, UK-
outcome competence model with Schon's reflective-practitioner model (i.e 
people learn competencies mainly from reflecting while in the middle of 
an activity or a fterwards) . UK researchers Baker, Mapes, New and 
Szwejczewski ( 1997) propose a hierarchical model of integrating fou_r 
different interpretations of competence: strategic, distinctive, functional 
and individual competence. Burgoyne ( 1993) frames the "competence 
movement" as three dimensions: micro to macro issues, theoretical to 
practical issues, and technical to political issues from the position of 
three separate stakeholders: psychologists, human resource managers 
and "educationists." 
One particular forward- thinking analysis by Briscoe and Hall 
( 1999) studied 31 leading North American organizations. After 
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summarizing three historic approaches to creating competency models 
(research-based, strategy-based and values-based), complete with 
advantages and disadvantages of each method, Hall offers a new 
approach to developing competencies: continuous learning and meta-
competencies. "A continuous learning approach to competency 
development would focus primarily on helping executives 'learn how to 
learn"' (Briscoe and Hall, 1999, p. 48). A method to achieve this concept 
is the use of metacompetencies, competencies so powerful that they 
affect the person's ability to acquire other competencies (p. 48). 
Examples of metacompetencies include identity and adaptability. 
Mastering an adaptability metacompetency allows an individual to 
change and learn as the environment changes. This concept applies to 
adapting to both alterations within an organization and to changes in the 
marketplace. 
The issues raised by these researchers are interesting and 
important avenues to explore for further investigation. Micro and macro 
views of competency models provide a sound perspective; comparisons 
among different research model methodologies provide good insight to 
model development and concept of metacompetencies is worthy of future 
exploration. This specific research endeavor concentrates on applying 
research-based competency models to the hotel industry. There are, 
however, tangential fields of study that this investigation does not 
explore, but are worthy of mention to put this study and the broader 
conceptual framework of competency model research into perspective. 
6 . Tangential Competency Model Research 
The theory and application of competencies a nd competency 
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rnodels is n ot an isolated field. Competency research touch es upon 
several related a rea s tha t are beyond the scope of this dissertation . Three 
of these connected domains are particularly important for readers who 
wish to pursue tangential areas of study in greater depth . One 
particularly large area of research in the organizational arena is 
leadership, specifically the inquiry of what defines a leader. Within the 
context of defining lea dership, it is essentia l to discuss leadership skills, 
a ttitudes and traits. Two excellent references are Kouses and Posner's 
The Leadership Challenge (1995), which highlight s findings from 
thousands of interviews, and Covey's, The Seven Habits of Highly 
Effective People (1989), which looks at values-ba sed leadership on a 
personal level. 
A second focus of related research is the in-depth examination of 
the psychological underpinnings of personality. Little of the competency 
research today touches upon the personality core, but many 
organizations use personality profiles as part of their employee selection 
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process. Leading work by Hippocrates, Jung, Wilson and Hermann have 
provided analysis and insight to different personality types (Parry, 1998). 
One commonly used instrument in organizations today is the Myers-
Briggs [personality] type indicator (Association for Psychological Type, 
2002). These approaches support the theory that one's personality traits 
tend to be innate rather than learned competencies, and while such 
traits can be taught, it is easier to hire personnel \vho already exhibit 
these desired qualities. 
A third area of research that goes beyond the scope of this 
competency project is the concept of emotional intelligence. Brought to 
the forefront by Goleman, first in 1995 and again in a Harvard Business 
Review article (1998), "the concept plays an important role in reinforcing 
individual 'success' in an organizational context ... " (Dulewicz and Higgs, 
1999). Goleman identifies emotional intelligence as a powerful 
combination of self-management skills and the ability to work with 
others to distinguish outstanding leaders from the merely adequate. 
These distinguishing traits include self-awareness, self-regulation, 
motivation, empathy and social skills. This research supports studies 
conducted by McClelland. Goleman, however, focuses specifically on 
these five components of intelligence rather than the 21 competencies 
outlined in McBer's Spencer and Spencer research. 
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All three of these research areas are important concepts that 
deserve further research. The studies of leadership, personality profiles 
and emotional intelligence all have an impact on the research relating to 
competency model development, but stray from the focus of this 
investigation. The following section examines how competency models 
are applied in business organizations. 
C. Application of Competencv Models 
According to Boyatzis, the role of a manager involves five basic 
functions: ( 1) planning; (2) organizing; (3) controlling; (4) motivating; and 
(5) coordinating (1982, p. 232). Although tasks and emphasis of each 
function vary among both organizations and different managerial levels 
within an organization, competency models can be used to support these 
responsibilities. Since all five functions have direct impact on employees 
within a company, competency models can support the human resource 
system of an organization (the human resource system is the strategy 
and tactics for overseeing everything related to employees in a company). 
Competency models can be applied to improve all human resource areas: 
(a) employee recruitment, selection and job placement, (b) compensation, 
(c) performance management, (d) succession planning, and (e) training 
and development (Spencer and Spencer, 1993, p. 315) . An added 
benefit of using competency models is that "they give organizations a 
'common language' that line executives, high potential managers, and 
human resource managers can use ... " (Briscoe and Hall, 1999). The 
following section summarizes how competency models can be used 
effectively in each of the five human resource areas listed above. 
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1. Recruitment, Selection and Job Placement. Employee recruitment and 
selection refers to finding, assessing and hiring potential candidates for 
employment in a particular position in the organization. "It is the process 
of matching people and jobs, either people outside the organization 
(recruiting and new hire selection) or inside (placement and 
promotion) .. . Competency-based selection can be a way to gain 
competitive advantage ." (Spencer and Spencer, 1993, p. 239-240). Lucia 
and Ledsinger (1999, p. 23) identify five benefits of using competency 
models in the selection process. First, it provides a complete picture of 
the job requirements. This allows companies to avoid the potential pitfall 
of focusing too narrowly on one aspect of a job. For example, a 
housekeeper should possess the skills not only to clean a room, but also 
to manage time effectively and communicate with customers when 
necessary. 
Second, a competency model increases the likelihood of hiring 
people who will succeed in the job. The importance of good hiring 
practices for an organization cannot be overestimated (Goodstein and 
Davidson, 1998). Since one critical success factor of a business is the 
people who work for the company, it is crucial that the right people are 
hired. 
Recruiting a competent person to fill a job is a true win-win 
proposition- a win for the employer and for the new 
employee. Competent new employees are much more likely 
to succeed than incompetent ones, to feel good about what 
they are doing, and to experience the positive regard of their 
coworkers. They very likely will experience a boost in their 
sense of self-worth and self-esteem. As they begin to feel 
secure in their new jobs, their satisfaction increases and 
they bring heightened focus and greater energy to their work. 
This growing sense of achievement and competence in turn 
leads to further increases in motivation, a heightened sense 
of achievement, and a great sense of self-efficacy (Goodstein 
and Davidson, 1998, citing Bandura). 
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Using a competency model as a tool for evaluating potential new 
hires can help a company select the best candidate with the desired 
knowledge, skills and attitudes to succeed in the open position. Using 
key competencies for screening potential employees is a more methodical 
and logical selection process than simply interviewing candidates without 
clearly identified criteria. The result of using a formal process with 
established guidelines should yield a more successful hiring practice. 
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Third, a competency model minimizes investment in people who do 
not meet expectations. While hiring the right person for the right 
position strengthens an organization, the reverse is also true- hiring the 
wrong person can be detrimental to a company. "Whether they leave due 
to poor performance, because they did not like the job, or because they 
did not fit in well with the organization's culture, the time and money 
spent in hiring and training them is wasted" (Lucia and Ledsinger, 1999, 
p. 24). The rate of employee turnover (employees leaving an organization) 
is highest among new hires. (Spencer and Spencer 1993, p. 240). 
Continually hiring new employees, especially m a nagers, is very expensive 
(Hogan, 1992) . In addition to the recruiting, hiring and training costs, 
productivity suffers until the new employee is up to full performance 
capacity, and personnel changes can be disruptive for the affected team 
or department (Lucia and Ledsinger, p. 24). A competency model 
provides a framework to analyze potential candidates. A consistent, 
systematic process removes some of the variability of interviewing 
techniques by standardizing the way in which all candidates are 
evaluated. If there is more than one person interviewing potential 
candidates, an interview tool based on measurable criteria helps remove 
some personal bias. Thus, use of a competency model in designing an 
interview process for a specific job, allows for more even comparison 
among candidates and increases the possibility of hiring the candidate 
more apt to succeed in the position. This process also reduces the 
expensive process of high employee turnover with fewer hiring errors by 
hiring the right person from the onset. 
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Fourth, use of competency models helps delineate skills more 
easily developed through tra ining versus those that are h a rder to acquire 
through a formal learning process (e.g. training) . Paraphrasing Lucia 
and Lepsinger, "by using a model that both pinpoints the necessary skills 
for success and identifies which ones are harder to obtain ... one can 
better assess the information about a candidate , judge the quality and 
quantity of training the individual would need for effective performa n ce, 
and then make an informed and realistic decision" (1999, p. 26) . This 
reflects the views of Spencer and Spencer mentioned earlier in the 
chapter. 
Use of a competency model prior to hiring aids the recruitment, 
selection and job placement process by clarifying the skills, traits and 
knowledge needed for successful performance, ensuring that those 
interviewing candidates can be informed about these and serving as a 
foundation for questions to be posed during interviews by which 
candidates will be evaluated. Once a candidate has been selected, the 
same competency model can serve as an effective tool for training and 
development. 
2. Training and Development. 
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The focus of training and development is "identifying, ensuring, 
and -through planned learning- helping develop the key competencies 
that enable individuals to perform current or future jobs" (McLaren, 
1989). There are four primary benefits of using competency models as 
the foundational component for an organization's training and 
development system. First, a competency model can identify skills and 
knowledge required for successful job performance and target those most 
important, relevant or having the greatest impact on job success (Lucia 
and Lepsinger, 1999, p. 26) . A competency model can delineate specific 
performance expectations to provide employees the tools and information 
they need to create personal development plans (Sunoo, 1999). 
Second, a competency model ensures that training and 
development opportunities are aligned with organizational values and 
strategies (Lucia and Lepsinger, 1999, p. 28). For example, a needs-
analysis of an organization can be performed (e.g. what deficiencies or 
opportunities are relevant for the company) and integrated into the 
strategic goals, objectives and business plans of an organization. The 
resulting research can be used to identify required competencies, which 
can, in turn, be the basis for training and development programs 
throughout an organization (Dubois, 1993, p. 24). With this process, 
training and organizational values are linked and focused in the same 
direction. 
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Third, when a competency model serves as the basis of training 
and professional development, human resource staff can spend training 
dollars more effectively. By allocating resources to enhance and develop 
competencies that will "get the most bang for the buck," a company can 
maximize its budget, eliminating waste on programs that, even if 
successful, will not provide the best return on the company's investment 
of effort and money. Fourth, a competency-based model also improves 
communication between managers and employees. "The [competency] 
model ensures both have a shared picture of what it takes to succeed in 
the job" (Lucia and Ledsinger, 1999, p. 29). A competency-based 
training model is especially productive when an organization has a clear 
need to increase performance and a desire to reduce the learning curve 
from job entry to full productivity (Spencer and Spencer, 1993, p. 293). 
Use of a competency model as the foundation of training and 
professional development programs enhances a company's effort by 
clarifying expectations to provide staff with critical information to craft 
and implement professional development plans, linking organizational 
values and strategies directly with training and development programs, 
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helping the organization maximize return on its training investment by 
budgeting critical needs, and ensuring employees and managers have 
more potential for shared job success. In addition, a competency model 
can be used to improve performance appraisal and evaluation processes . 
3 . Performance Appraisal. 
One of the important roles of the huma n resource function after a 
person is recruited , hired a n d trained is assessing how well the employee 
is performing in the job. Boyatzis suggests that a "performance 
appraisal process should include two components: (1) assessment of 
recent performance; and (2) assessment of recent development and 
identification of future development needs ... " (1982, p . 251). This 
approach looks both at how an employee did and the process used to 
achieve the results . With this model companies "a ssess and reward both 
performance and competence, both what employees actually 'delivered to 
the bottom line' in the past and how they did it: the characteristics they 
showed that predict superior performance in their presentjob, or in 
future jobs" (Spencer and Spencer, 1993, p. 266). Lucia and Ledsinger 
identify three ways in which a competency model may aid in appraising 
an employee 's performance . First, the model provides a shared 
understanding of what will be monitored and measured. This helps 
define job responsibilities and expectations, limiting potential subjectivity 
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and misunderstanding among employees about what is expected of them. 
Second, it focuses and facilitates the performance appraisal discussion. 
A competency model provides a road map for the review, identifying 
important skills, knowledge and characteristics and helping to ensure 
the discussion will be specific, concrete and focused on behaviors. Third, 
competency-based performance appraisal provides a framework for 
gathering a nd assessing information about behavior (1999, p . 30). 
Competency-based appraisal systems are particularly useful for service 
jobs, self-managing teams, jobs intended for the development of future 
performance and companies that are changing an organizational 
strategy, focus or markets (Spencer and Spencer, 1993, p. 268). 
Companies can benefit from using competency based performance 
appraisal system because such a system clarifies the framework for and 
criteria subject to assessment. 
4. Pay 
Closely related to performance appraisal is the topic of pay. 
"Competency-based pay is for individual characteristics, skills or 
competencies over and above the pay a job or organizational role itself 
commands" (Spencer and Spencer, 1993, p. 305). Spencer and Spencer, 
identifying competencies that may merit higher pay, list experience, 
potential, creativity, entrepreneurial initiative, loyalty, institutional 
memory, portability, or fluency in other languages, as compared to 
demographic factors that may warrant merit pay, such as seniority or 
minority status (1993, p. 305). A competency-based pay system may be 
beneficial "when an organization cannot attract above average 
employees ... when the perception that people with certain competencies 
add more value to the firm than those without them in identical 
jobs .. . and when the perception that job-based pay systems are 
inappropriate when change is so fast that the very concept of a (stable) 
)ob' may have lost its meaning" (Spencer and Spencer, 1999, p. 305). 
5. Succession Planning 
"Succession planning is an ongoing system of selecting competent 
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employees ready to move into key jobs in the organization, should these 
become vacant. Competency-based succession planning systems identify 
the competency requirements for critical jobs, assess candidate 
competencies, and evaluate possible job-person matches" (Spencer and 
Spencer, 1993, p. 276). Lucia and Ledsinger list four benefits of using a 
competency model in succession planning: (1) Clarifies required skills, 
knowledge and characteristics of the job; (2) Provides a method to assess a 
candidate's readiness for a position, including identification of both 
strengths and weaknesses; (3) Focuses training and development plans to 
address missing competencies; and (4) Allows an organization to identify 
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how many high-potential employees it has to fill possible position 
vacancies (Lucia and Ledsinger, 1999, p. 34). Spencer and Spencer 
indicate a competency-based succession model is particularly effective 
when track records of "promotion outcomes are poor, ... organizational 
changes require employees with different competencies ... and mergers, 
acquisitions and reorganizations require the surviving firm to decide which 
existing employees are needed for jobs in the new structure" (Spencer and 
Spencer, 1993, p . 279). Competency-based succession planning is 
beneficial for both organizations and employees. Employees are given the 
opportunity to strengthen necessary skills and improve likelihood for 
promotion. Companies create a blueprint for advancing the most 
appropriate employees for key positions, mainta ining a strong organization 
both for the present and future well-being of the organization 
The range of uses for competency models outlined by Spencer and 
Spencer applies across different industries and organizations. Using 
competency models for human resource functions of recruiting, hiring, 
placing, training appraising, paying and succession planning are all 
applicable to the hotel industry. As detailed in chapter one, since the 
hotel industry is more labor intensive than many industries, competency 
models offer great opportunities for hotel companies. The following 
section outlines the research to date of developing competency models for 
the hotel industry. 
D. Hotel Industry Competency Model Research 
1. Previous Hotel Industry Studies 
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Although, as discussed in chapter one, there has been in-depth 
study of competency models in general, little has been done to study 
uses of competency models in the hotel industry. Most of the research in 
the field of hotel competency models has been published in the past two 
years. This section presents a review of competency model literature 
focused on the hotel industry. Previous studies' emphasis, analysis and 
contributions will be highlighted, presenting a backdrop for the focus 
and methodology of this dissertation. 
Tas ( 1988) published one of the first hotel industry competency 
model studies in the late 1980's . His study identified competencies 
essential for management trainees entering the hotel industry. Through a 
literature revie·w, Tas compiled and then revised a survey instrument 
detailing 36 competency statements based on input from two expert 
review panels. The survey, sent to 75 general managers of large hotels in 
the United States, asked recipients to rank the competencies as 
unimportant (1) to essential (5). Tas categorized the results as essential 
(scoring above a 4.5 average), considerably important and moderately 
important. "Six competencies were deemed essential for hotel-manager 
trainees ... primarily on human-relations skills- namely, managing guest 
problems, professional and ethical standards, professional appearance 
77 
and poise, effective communication, positive customer relations, and 
positive working relationships" (Tas). Tas suggested tha t the result of his 
research could be used as a foundation to develop hotel management 
curricula at the university level. 
The next two hospitality-management competency studies were 
published by Okeiyi, Finley and Postel in 1994, a nd Tas, Labrecque and 
Clayton in 1996. Okeiyi, Finley and Postel focused on essential 
competencies required for entry-level managers in the hotel food and 
beverage area. Their research methodology comprised surveying the 
perspectives of three groups: hospitality educators, industry 
professionals and hotel management students, thereby offering a broader 
opinion base than Tas ' study six years earlier (Okeiyi, Finley and Postel, 
1994). Two years later in 1996, Tas et al. , surveyed hotel mangers 
regarding the essential property-mana gement competencies they SO"llght 
in management trainees (Kay and Russette, 2000). Similar to Tas' 1988 
landmark study, both of these studies collected data using a survey-
based approach, requiring respondents to rank the importance of 
different competencies for operating a hotel or a specific functional area 
of a hotel (i.e . food and beverage area), using a Likert-style scale of 1-5. 
Ashton, editor of British-based journal Management Development 
Review, published the only competency model using behavioral event 
interview methodology in 1996. Aston reports on Holiday Inn 
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Worldwide's process of developing and implementing a competency model 
in 1991. The undertaking was precipitated by Bass plc, who acquired 
the hotel company in 1990 and wanted to boost performance. Holiday 
Inn developed competency models based on nine core competencies and 
then adjusted for the personal business objectives of each individual 
(Ashton, 1990). The nine core competencies of value to the organization 
included: "customer service orientation, flexibility, commitment to 
organizational values, achievement orientation, initiative and proactivity, 
organizational influence, creative problem solving, enablement, and 
developing others" (Ashton). Holiday Inn applied the use of competency 
models for the human resource functions of selection, training and 
development, and performance management, correlating to the functions 
discussed in the previous section. 
The new millenium has brought several more studies in the area of 
hotel management competencies. Perdue, Ninemeier and Woods (2000) 
studied the competencies required for Club managers and Reynolds 
(2000) studied success characteristics of foodservice managers. Outside 
the United States, Kriegl (2000) identified important skills and effective 
training for international hospitality managers, while Formica and 
McCleary (2000) reviewed hotel owners' and managers' identification of 
hotel management skills needing improvement in Italy. All four of these 
studies add to the available research of competencies necessary to 
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succeed in some niche of the hotel industry (i.e. country clubs, expatriate 
managers in international hotel environment, food and beverage area, 
and hotel managers in Italy). All of these studies were conducted using 
the survey method. 
One study that deserves special attention, although also surve-
based, was a competency meta-study by Kay and Russette (2000). They 
undertook an in-depth analysis to identify hospitality management 
competencies, and determine the extent to \:vhich essential competencies 
[ECs, a phrase originally coined by Tas] were used (Kay and Russette, 
2000). Kay and Russette reviewed three different functional areas in 
hotels, namely, food and beverage, front desk and sales and considered 
two management levels for each area (entry level and middle). In 
addition, they compared their findings with the three previous hospitality 
competency studies, mentioned above (Tas, Okeiyi et al, and Tas et al). 
As a result, they identified "86 essential competencies, of which 55 were 
important to more than one functional area and management 
level... [and] only 18 competencies were critical for all six combinations of 
functional area and management level" (Kay and Russette, 2000) . A 
summary of the competencies in all six hotel-management categories is 
identified in Table 2-2: 
Table 2-2. Kay & Russette's Hotel Competency Model 
Leadership 
Leadership: Customer-centered 
1. Recognizing customer problems 
2. Maintaining customer satisfaction 
3 . Man agin g cu s tom er prob lem s with u nderstanding a nd 
sensitivity 
4. Developing positive customer relations 
5. Solving customer problems 
Leadership: Role Modeling 
6. Portraying enthusiasm 
7. Portraying competence and confidence 
8 . Portraying work commitment 
9. Demonstrating professional appearance and poise 
10. Portraying diligence and initiative 
Leadership: Ethical 
11. Maintaining professional and ethical standards in the work 
environment 
Leadership: Trust 
12. Cultivating clima te of trust 
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Table 2-2. continued 
Technical 
13. Working knowledge of product-service 
Interpersonal 
14. Listening skills 
15. Face-to-face communication skills 
16. Oral communication skills 
17. Resolving conflicts with a win-win-resolution approach 
Conceptual-creative 
18. Adapting creatively to change 
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The Kay and Russette study (2000), covering three functional areas 
and two management tiers and incorporating three previous studies with 
their own original research, is the most comprehensive compilation of a 
hotel-specific competency model to date. It is also current, having been 
conducted within the past year. These factors combine to make the Kay 
and Russette a solid benchmark against which to compare research 
findings resulting from the study connected with this dissertation. 
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2. Bridging the Gap 
Despite the amount of literature on the topic of hotel competencies 
and the relatively comprehensive approach of Kay and Russette in their 
recent study, there is a gap in the research that must be filled to provide 
a complete and accurate competency model for the hotel industry. The 
study undertaken \vith this dissertation bridges the gap produced by 
earlier hotel competency studies in two ways . First, with the exception of 
the 1991 Holiday Inn British study, all the previous hotel industry 
studies, including the Kay and Russette study, use surveys and/ or 
expert panels to collect data. As explained in further detail in chapter 
three, while surveys and expert panels are quick and easy to administer, 
they possess severa l disadvantages. These drawbacks may include 
competencies omitted in the survey, inability to identify new 
competencies and reinforcing folklore competencies that are not 
predictive of performance (Spencer and Spencer, 1993, p . 101). All of 
these disadvantages are overcome by collecting data using behavior event 
interviews (BEis), the methodology that is the basis of this study. Using 
BEis as an alternative data collection tool to surveys and expert panels 
may triangulate the findings from prior studies and reinforce or redefine 
previous conclusions. It can also benchmark the one BEl-based study 
conducted a decade ago in England, assessing any similarities or 
differences for today's hotel managers as compared to ten years earlier. 
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Second, this dissertation focuses on defining competencies for 
superior levels of performance, while the previous studies addressed 
minimum requirements for adequate performance. Thus, the hotel 
competency models to date identify competencies needed to be 
successful, but do not highlight the distinction between minimum skills 
necessary (threshold level) and those competencies required to be an 
outstanding manager. Similarly, the American Hotel & Motel 
Association's (umbrella organization of the hotel industry) professional 
certification process 12 for Certified Hospitality Administrators (AH&MA, 
1999) also fails to identify outstanding competency requirements, 
focusing instead on minimally required skills. In addition, individuals 
who participated in the surveys and panel discussions in the earlier hotel 
studies were not identified as outstanding themselves; therefore, the 
ans>.vers supplied may not differentiate between outstanding and average 
performers. This study bridges the gap from previous research by 
identifying competencies for outstanding performance, as opposed to 
threshold or acceptable competency levels. 
E . Chapter Summary 
Competency models continue to gain greater use and acceptance 
in the business world today. They are used to support strategic 
12 The AH&MA used expert panel to identify and rate hotel competencies required for certification process. 
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organizational goals and objectives. By leveraging the functional area of 
human resources, including defining the necessary competencies needed 
to further the goals of the organization, a company can focus both on 
who they recruit and the skills emphasized in training progra ms 
designed for specific managers. In addition, competency models can also 
aid in performance appraisa l, appropriate pay levels and career 
development. Although many companies have taken advantage of 
competencies models, th ere has not been much a dvancement in the hotel 
industry adopting competency models for these human resource 
functions. This gap creates an opportunity for continued systemic 
managerial improvement using competency models. This study, using 
the behavior event interview research p rocess, reinforces some of the 
prior research and a lso suggests ways to improve earlier survey-based 
models. The primary result of this study is a tool that can be used by 
hotel companies to strengthen the effectiveness and efficiency of their 
hotel operations. 
This chapter presented a history of competency models, including 
precursors to today's competency model development, early research and 
innovation in the competency model arena and current competency 
evolution and trends . Competency model definition and components 
were explained, including a generic competency model based on years of 
empirical research. The chapter described ways in which competency 
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models can be applied to support human resource functions in a variety 
of organizations. The chapter concluded with a description of 
competency model research related specifically to the hotel industry and 
illustrated how this research project furthers the study of competency 
model research to fill the gap in hotel competency model development. 
The next chapter describes how the research for this study was 
conducted. Description and rationale for the research methodologies are 
presented. The chapter identifies the study participants. It explains the 
process used to collect the data, the behavior event interview technique, 
and how the data are treated . Finally, it reiterates the major research 
question and clarifies the limitations of the study. 
III. Chapter Three - Procedures 
A. Overview of the Chapter 
This chapter illustrates the methodology of the research. It 
identifies the participants, the process for collecting, treating and 
analyzing the data, and explains the rationale for using the chosen 
research design . The chapter concludes with a discussion of the 
study's limitations, a chapter summary and a preview of the 
remaining two chapters. 
B. Research Procedures 
1. Sample Studied 
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This dissertation studied the experiences of eighteen (18) middle or 
senior level managers.l3 The managers were selected from three full-
service hotel companies located in a major metropolitan area in 
northeastern United States. All three hotel chains maintain properties in 
national and international locations, have established strong brand 
images and continue to open new hotels annually. The general manager, 
along with the director of human resources from each property, chose 
managers to be interviewed based on company-based performance 
guidelines and their opinions about the selected employees. The general 
manager and human resources director of each hotel identified six 
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managers, three outstanding managers and three average performing 
managers, to be interviewed for this study. 
2. Instrumentation. 
This study used the Behavioral Event Interview (BEI) as its data 
collection instrument. The research design section of this chapter 
addresses the background and theoretical underpinnings of BEI and 
explains the reasons BEI is the most appropriate tool to use to gather 
information for this project. Although conducting a BEI is an open-
ended interview process, McBer, a leading consulting company 
specializing in competency model development, has formulated a 
consistent structure to conduct the BEl, based on information gathered 
from hundreds of interviews and resulting in the creation over 200 
competency models. Spencer and Spencer (1993, p. 119) presented a 
five-step outline that served as the basis for conducting the interviews in 
this study: 
1. Introduction and Explanation, including career path; 
2. Job Responsibilities; 
3. Behavioral Events; 
4. Characteristics Needed to Do the Job; and 
l 3 Middle and senior managers are also described as level two and level three managers; language 
supported by Wood and Payne (1998, p. 28), and corresponds to the same level managers 
interviewed in the Kay and Russette study (2000). 
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5. Conclusion and Summary 
Appendix A, The Behavioral Event Interview Outline, details the steps 
of the interview process. The outline includes not only the data 
collected during the interview, but also the method used to collect the 
data. In addition, Spencer and Spencer (1993, p. 119) specified 
action steps to increase the likelihood of success of the interview, 
such as 
• Preparation for the interview, including knowing who will be the 
interviewee, arranging for a private place for the interview, 
arranging to tape record the interview and knowing what to say 
by memorizing the interview script. 
• Pointers on techniques for each component of the interview 
process, highlighting both important actions to take (e.g. start 
behavioral event with a positive experience) and specific steps to 
avoid (e.g. don't ask questions that lead to abstractions). 
• Identification of problems that may arise and advice about how 
to address them. If, for example, an interviewee is too vague 
with a statement, "I believe in treating subordinates with 
respect," the interviewer may follow-up with the reply, "Can you 
think of a specific time you treated a subordinate with respect?" 
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(or) "Can you think of a particular subordinate you treated that 
way?" (Spencer and Spencer, 1993, p . 130). 
The second data collection instrument used in this study was the 
Informed Consent Form. The consent form provides full disclosure to 
human participants regarding their rights in voluntarily engaging in a 
research study (Best and Kahn, 1989, p . 42). Nickerson reports, "the 
Department of Health, Education and Welfare define informed consent as 
'the knowing consent of an individual... to exercise free power without any 
element of force, fraud, deceit, duress, or other form of constraint or 
coercion'" (1993, p. 134). The Informed Consent Form used in this 
study is included in Appendix B. The document provides the description 
and purpose of the study, clarifies that confidentiality of the intervie\v 
withdraw from the study with no prejudice, and asks the participant to 
provide his or her signature to indicate written consent to be part of the 
study. To limit any outside influence on participants' responses during 
the interview, no mention of competencies, skills or traits is made in the 
consent form. As Reimer states, not informing "the subject as to the 
specific major variables under study or the hypothesized 
outcomes .. .insure[ s] that he or she is not influenced to give responses 
considered desirable for reaching desired outcomes" (Nickerson, p. 52). 
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The language used to explain the purpose and procedure of the project in 
the Informed Consent Form was adopted from Spencer and Spencer 
(1993, p. 120), who created a template (after conducting hundreds of 
competency interviews) that fulfills this requirement to provide 
information about the project without adversely influencing the 
interview. 
3 . Data Collection Procedures 
Three full-service hotel companies located in northeastern United 
States were identified to participate in the study. The hotel companies 
were selected using the following criteria: 
• Population of convenience. The hotels selected have a 
relationship with Boston University's School of Hospitality 
Administration, the researcher's employer. 
• The general mana gers at each property support the academic 
institution and have indicated they would welcome the 
opportunity to participate in research projects . 
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• These hotel companies do not franchise their brand names and 
thus maintain consistent quality levels among the properties 
they operate. 
• These hotel companies manage their own properties. While 
many chains use outside management companies to operate 
hotels with their brand name or flag, the hotels selected manage 
all aspects of the hotels that carry their brand names. 
To initiate the data collection phase of the study, the researcher 
arranged a meeting or phone call with each of the general managers from 
the selected hotels. During the meeting, the researcher explained the 
scope and purpose of the project, requirements for the subjects and time 
frame for the study. Each general manager agreed to identify six 
participants from his or her hotel who match the subject requirementsl 4 
and agree to participate in the study. While the researcher set-up the 
meetings for the first hotel, the human resource directors from the 
second and third hotels coordinated their own hotel's interview 
schedules. 
Interviews of eighteen subjects from three different hotels create a 
large enough sample size to compare similarities and differences among 
companies, management levels and departments. This number of 
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subjects falls within the range outlined by Dubois ( 1993, p. 77). 
Moreover, Dubois goes on to cite Klemp (1982), holding that the quality 
of the persons interviewed and not the number of persons interviewed is 
the most significant factor in conducting this type of research (1993, p. 
77). 
Also collected from each hotel was information about the culture of 
each hotel company. Boyatzis states the value of an individual's 
performance needs to be viewed through the context of an organization's 
policies, procedures and conditions of the environment (1982, p. 12). To 
gain better insight into the environment of the hotel, the researcher 
reviewed company websites and each hotel's mission, vision and values 
statements, and made notes based on personal observations and 
discussions with human resource managers and general managers. The 
follov,ring is a brief description of each hotell 5 : 
Sunny Hotel Co.: A luxury hotel management company now 
in their fifth decade, Sunny Hotels strives for, and often 
achieves, outstanding customer service. Sunny goes beyond 
the ordinary to satisfy their customers. At the heart of their 
company, they firmly believe that their employees are the key 
to their success. Teamwork is apparent in their daily 
14 Three outstanding and three average performing middle or senior level managers will be selected based 
on company evaluation criteria. 
15 Names changed to maintain anonymity. 
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operations, and the basis for relationships between and 
among customers and employees is respect. 
Peak Hotel Co.: A collection of over 100 hotels, Peak hotels 
refuses to franchise their name to maintain consistent 
quality and integrity in their worldwide image as a top hotel 
management company. They are recognized for their 
architecture, outstanding food and beverage service, and 
meeting customers needs - including business and leisure 
travelers. Peak Hotel is committed to social action, both 
globally and locally and is also . . unwavenng 111 their 
dedication to a diverse workforce. They also support their 
employees through continued training, comprehensive 
employee benefits and ongoing career opportunities. 
Eagle Hotel Co.: The smallest of the hotel compames 
interviewed, Eagle Hotels is also the oldest of the three 
chains. For over fifty years Eagle Hotels has been committed 
to operating outstanding hotels 111 umque locations 
worldwide. Eagle values their employees as individuals, 
exceeds customers' expectations and delivers service with 
passiOn. The company projects genume care for its 
employees, guests, owners and members of their community. 
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After receiving approval from the general managers, the researcher 
contacted the participants at Sunny Hotel and the human resource 
directors at Peak and Eagle Hotel companies. Two-hour interview 
sessions with the participants were scheduled over the next two months. 
The interviews took place in private, either in the interviewee's office or 
an unoccupied meeting room. To ensure the researcher has adequate 
time to reflect, note observations and write comments after each 
interview session, no more than two interviews per day were scheduled-
one in the morning and one in the afternoon . All interviews were coded 
to protect confidentiality and were transcribed for data coding and 
analysis. 
4. Research Design 
"Design in research refers to the researcher's plan on how to 
proceed" (Bodkin and Bilkin, 1992, p. 58). The framework for this study, 
McBer's Competency Model, is discussed in detail in Chapter Two. The 
underlying theory for this methodology is the grounded-theory approach 
to research. "Grounded theory depends on methods that take the 
researcher into and close to the real world so that the results and 
findings are 'grounded' in the empirical world" (Patton, 1990, p. 67). 
Subject information was collected using the Behavioral Event 
Interview technique. A Behavior Event Interview (BEI), sometimes 
referred to as a Critical Behavior Interview (CBI), is a qualitative 
approach to collecting data, in which the emphasis is on gathering rich, 
descriptive data from a limited number of subjects. 
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McClelland, who developed the Behavior Event Interview (BEI) with 
his associates at McBer, based his work on Flanagan's Critical Incident 
Method (1954). Flanagan's process focused solely on the facts of the 
most critical situations encountered by the subjects in his or her job. 
McClelland, however, enriched the process in two ways. First, with 
McClelland's approach, the interviewer also probes the subject's 
thoughts, feelings and desired outcomes, to aid in measuring 
competencies such as achievement, motivation, logical reasoning and 
problem solving. Second, while Flanagan's method identifies aspects of 
the job, "McClelland's BEI method identifies the competencies needed to 
do the job welr' (Spencer and Spencer, 1993, p. 98). 
The process for conducting a Behavior Event Interview is 
standardized . The interviewer, without knowing the rating of each 
manager as outstanding or average, asks each manager to describe, in 
great detail, situations in which he or she was particularly effective and 
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situations in which he or she was ineffective (Dubois, 1993, p. 77). 
Spencer and Spencer best capture the strength of this research 
methodology: 
The basic principle of the competency approach is that what people 
think or say about their motives or skills is not crediblei 6. Only 
what they actually do, in the most critical incidents they have 
faced, is to be b elieved. The purpose of the BEl method is to get 
behind what people say to find out what they really do. This is 
accomplished by asking people to describe how they actually 
behaved in specific incidents (Spencer and Spencer, 1993, p. 115). 
The BEl is different from traditional interview strategies and avoids 
their problems. Spencer and Spencer (1993, p . 117) label five traditional 
interviewing methods and identify the problems they encounter that are 
eliminated with the Behavioral Event Interview. 
• The "fact finder" interview asks for specific information about 
people's background, but says little about a person's motives, 
values, or cognitive skills. 
16 Argyris and Schon (1974) found that people's espoused theories of action (what they 
say they do) bear no relation to their theories of use (what they actually do) (Spencer 
and Spencer, 1993, p. 115) . 
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• The "therapist" interview asks about people's underlying feelings, 
which rely heavily on the interviewer's interpretations and can 
often be unreliable. 
• The "theorist" interview asks for people's espoused beliefs or 
values; the problem lies, again, in the inherent lack of reliability in 
after-the-fact rationalization about why a person thinks he or she 
did something. 
• The "fortune-teller" interview asks people what they would do in 
future or hypothetical situations, basically a theorist projected into 
the future with the same unreliable results. 
• The "salesperson" tries to win people by asking leading questions, 
which puts words in people's mouths and skews the data. 
"The BEI is designed to avoid these traditional interview problems" 
One major reason the Behavior Event Interview (BEI) approach is 
the most appropriate research design for this study is that it is a data 
collection process different from those used in prior hotel studies. The 
previous studies used focus groups and expert panels to collect data. 
Although both methods provide advantages - they are both inexpensive 
and quick means of collecting valuable data - they also have 
disadvantages: panels may identify items that do not predict competent 
performance and miss critical competency factors, while surveys are 
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limited to items included in the survey and often miss competencies not 
included in the instrument, including new competencies (Spencer and 
Spencer, 1993, p. 101). The data collected from the BEl methodology are 
"by far the most valuable for validating competency hypotheses generated 
by other methods and for discovering new competencies" (Spencer and 
Spencer, 1993, p . 98). 
Comparing the results of this Behavior Event Interview-based 
study with a previous competency model hotel study that employed 
different data collect methods (i.e . survey-based Kay and Russette, 2000 
study) creates an opportunity to triangulate results. "One important way 
to strengthen a study design is through triangulation , or the combination 
of methodologies in the study of the same phenomena or programs" 
(Patton, 1990, p. 187). Comparison of the same subject using a different 
data collection method sholJJd yield greater understanding of competency 
model field of study as it applies specifically to the hotel industry. 
5. Research Hypotheses 
This study was premised on the hypothesis that the behavioral 
event interview (BEl) methodology could be used to develop a competency 
model for middle and senior managers working in full-service hotels. A 
major area of research addressed in this study is identification of 
competencies that define outstanding managers as compared to those of 
average performers. Although the focus of this study is creation of a 
BEl-based competency model, the results are also used to substantiate 
(or contradict) previous survey-based studies. 
6. Treatment of the Data 
All data recorded in the interviews were numerically labeled to 
protect the confidentiality of the subjects. The interviews 'Nere then 
transcribed and coded to uncover known competencies using a 
Competency Dictionary, or to identify and categorize new competencies 
through the process of thematic analysis. Miles and Huberman offer a 
clear explanation of coding: 
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Coding is analysis. To review a set of field notes, transcribed or 
synthesized, and to dissect them meaningfully, while keeping the 
relations between the parts intact, is the stuff of analysis. This 
part of analysis involves how you differentiate and combine the 
data you have retrieved and the reflections you make about this 
information. Codes are tags or labels for assigning units of 
meaning to the descriptive or inferential information compiled 
during a study. Codes usually are attached to "chunks" of varying 
size- words, phrases, sentences, or whole paragraphs, connected 
or unconnected to a specific setting. They can take the form of a 
straightforward category label..." ( 1994, p. 56). 
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Once the intervie'ivs are transcribed and coded, competencies were 
identified using McBer's Competency Dictionary presented in Spencer 
and Spencer's Competence at Work chapters three through nine ( 1993). 
The Dictionary was developed based on the rigorous work of McBer's 
McClelland, Boyatzis and their colleagues. They created the competency 
dictionary by collecting and analyzing 286 separate qualitative 
competency studies. Based on these studies, they identified 21 of the 
most common competencies, which they then grouped into related 
clusters. Most of the competency studies used to establish the 
competency dictionary included t-tests of statistical significance for each 
competency (Spencer and Spencer, 1993, p. 21). The dictionary, which 
includes related terms and behavioral descriptions for each competence, 
allows for an accurate methodical approach to analyze and code 
transcripts for known competencies . 
Thematic analysis was also used to detect competencies not 
identified in the competency dictionary. Boyatzis relies on thematic 
analysis as a process for encoding qualitative information ( 1998, p. 4). 
Boyatzis explains the concept of thematic analysis: 
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The qualitative information encoding requires an explicit "code." 
This may be a list of themes ... A theme is a pattern found in the 
information that at a minimum describes and organizes the 
possible observations and at a maximum interprets the aspects of 
the phenomenon ... The themes may be initially generated 
inductively from the raw information or generated deductively from 
theory and prior research ... Thematic analysis enables scholars, 
observers or practitioners to use a wide variety of types of 
information in a systemic manner that increases their accuracy or 
sensitivity in understanding and interpreting observations about 
people, events, situations and organizations (1998, 4). 
After transcribing and the interviews, the researcher contacted a 
senior manager from each property (Sunny's general manager, Peak's 
and Eagle's human resource managers) to divulge the performance level 
for each of the six subjects from their respective properties. The data 
was analyzed and critical competencies that distinguish star 
performance from average performance were identified. Competencies 
similar to both groups, minimum or threshold competencies, were also 
noted . Some elementary statistics were employed to compare and 
analyze different companies, management levels and departments among 
subjects. An expert panel of industry professionals (e.g. human resource 
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professionals) reviewed the findings of this research to validate the study 
(Dubois, 1993, p. 81). Included in this dissertation is a summary of the 
results, conclusions, recommendations and suggestions for further 
research for future researchers in this field. 
7. Limitations 
As with any .. study, there are factors that lirnit general application 
of the results (Nickerson, 1993, p. 30). Perhaps the largest potential for 
bias in the study is the instrument of greatest impact- the researcher's 
lens of viewing the field. As an employee, consultant and professor in the 
hotel and hospitality field for over 25 years, the researcher of this study 
has a positive bias toward this industry, as well as personal opinions on 
effective management styles and philosophies . This may affect how the 
interviews are administered, data are coded and interpreted and 
competencies identified. By keeping a constant awareness of this 
predisposition and using the resources of the advisory committee (to 
assist with such things as checking the quality of coding), the researcher 
made every effort to remain as objective as possible in conducting the 
analysis and making conclusions about the results of this study. 
A second limitation is the sample for this qualitative study, which 
may not provide definitive information about a larger population for 
several reasons. First, the general managers chose the subjects and 
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although their selection was based on consistent company performance 
review policies, their personal biases influence the subject sample. 
Second, while corporate cultures in different hotel companies can be 
similar, they are not the same . Consequently, required competencies 
differ from hotel to hotel depending upon the priorities of each company. 
Third, all subjects chosen are from urban areas in the 
northeastern United States. Results may differ in other areas of the U.S. 
and various countries due to cultural influences. (This limitation is 
tempered, however, by the type of hotels used in this study, specifically, 
hotels with national and international presence that are wholly operated 
by a central corporate structure.) 
Fourth, limited-service hotels, with simpler service delivery 
systems, may require a set of competencies for their managers that is 
different from that needed in full-service hotels identified for this study. 
Therefore, the findings may not be applicable for the subset of limited-
service hotels. Notwithstanding these limitations, this study will add 
valuable knowledge that will foster a deeper understanding of the 
competencies needed to be an outstanding hotel manager. 
C. Summary 
This study uses Behavioral Event Interviews to examine the 
experiences of 18 middle and senior level managers working in three 
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different full-service hotels in northeastern United States. The general 
managers, with input from their human resource directors, selected 
subjects for the study based upon performance guidelines maintained by 
each hotel company. Each general manager chose three outstanding 
managers and three managers with average performance records. 
The researcher conducted Behavioral Event Interviews with the 
subjects without being informed of the designation of each interviewee as 
an outstanding or average performer. The interviews were recorded and 
transcribed. Senior management informed the researcher of the 
performance level for each participant. The researcher coded and 
analyzed the data to identify known competencies (those appearing in 
McBer's Competency Dictionary) and competencies not identified in the 
dictionary. Further, data was examined to distinguish competencies 
exhibited by O"Lltstanding performers from those exhibited by average 
performers. While it is important to understand the limitations of a 
study of this nature, the findings provide greater breadth and depth of 
understanding about the competencies required of outstanding hotel 
managers. 
The remainder of this dissertation is dedicated to reporting and 
analyzing data collected during the interviews. Chapter four reports the 
findings of the data. Chapter five, the final chapter, concludes the 
dissertation with an overview of the study, the analysis of the data and 
its implications for the hotel industry in terms of theory, research and 
practice. 
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Chapter Four - Data Findings 
A. Chapter Overview 
Chapter four presents the findings of the research, starting with a 
restatement of the hypothesis and the BEl-based competency model 
derived from the data collected in this study. For each cluster of 
competencies, competency definitions, brief statistical overviews, and 
tabular summaries are presented. Examples of coded excerpts from the 
interviews are included to illustrate how the competencies appeared in 
the context of the interviews. Additional competencies not identified in 
the competency dictionary, but apparent in the interview data, are also 
presented. The chapter concludes with a summary of the data findings. 
B. Hypothesis 
This study was premised on the hypothesis that a behavior event 
interview-based (BEI) competency model could be developed for middle 
and senior managers working in full-service hotels. A major area of 
research addressed in this study is identification of competencies that 
define outstanding managers as compared to those of average 
performers. Table 4-1 represents the competencies evidenced in average 
and/ or outstanding full-service hotel managers in their behavior event 
interviews. The first three competencies (marked by asterisks) are 
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threshold competencies that were identified in both sets of participants, 
(average and superior) . These are minimum competencies demonstrated 
by average managers. Competencies were included in this model only if 
they were observed in at least seven of the nine managers for each 
category (average or superior). 
Competencies observed in six or fewer managers of each category 
\Vere not deemed as a defining competency for this model. Multiple "Xs" 
indicate that the competency was observed to a higher degree than other 
competencies. For example, professional/ managerial expertise was 
observed more times for both average and outstanding managers than 
organizational awareness. Achievement orientation, information seeking, 
and customer service orientation, although observed in both sets of 
managers, were prevalent to a higher degree in outstanding managers 
than with average-performing managers, thus these competencies are 
part of the superior-performing model. The remaining 12 competencies 
(4 through 15) complete the model that distinguishes superior from 
average performing managers. 
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Table 4-1. Behavior Event Interview Based Competency Model: Average 
and Outstanding Managers 
No. Competency Average Outstanding 
* Professional/ Managerial Expertise XX XX 
* Organizational Awareness X X 
* Honesty I openness X X 
1 Achievement Orientation X ! XXX 
2 Information Seeking X XXX 
3 Customer Service Orientation X XXX 
4 Interpersonal Understanding XXX 
5 Developing Others XXX 
6 Teamwork & Cooperation XX 
7 Initiative XX 
8 Team Leadership X 
9 Analytical Thinking X 
10 Self-Control X 
11 Self-Confidence X 
12 Self-Learning X 
13 Face-to-face Communication X 
14 Optimism X 
15 Passion X 
Note: Multiple "Xs" indicate that the competency was observed to a 
higher degree than other competencies. 
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C. Data Presentation 
This section presents the data in both tabular and prose forms. 
Table 4-2 provides demographic information about the eighteen subjects . 
Listed by their respective hotel companies (Eagle, Peak, Sunny Hotels), 
this chart also includes for each subject their managerial position, (e.g. 
Director of Engineering, Director Food & Beverage, etc.), performance 
level as designated by their general manager (0 for outstanding or 
superior, A for average performance) 17 , gender, whether the department 
is in the front or back of the house (front-of-house indicates direct 
customer contact), and their department's division (e.g. restaurant falls 
under food & beverage department while front office is with the rooms 
division). Management level (EC/DH) is also included in this chart. EC 
indicates Executive Committee, one step below the general manager and 
part of the hotel's steering committee (identified as a level one 
management in chapter one). DH indicates department head, which is 
one level below the executive committee (level two). 
17 When the interviews were conducted, the GMs had not disclosed the performance ranking to the author. 
After the data was collected, the author contacted each GM or Human Resource manager and obtained the 
data about performance rankings. 
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Table 4 -2 . Participant Demographics 
Position Hotel Rating Gen. FOH-BOH Division Mgt Lvl 
Dir Engineering Eagle 0 M BOH Eng EC 
Dir Food & Beverage Eagle 0 F FOH F&B EC 
Dir Sales Eagle 0 F FOH Sales DH 
Front Office Manager Eagle A M FOH Rooms DH 
Dir Housekeeping Eagle A F FOH Rooms DH 
Pastry Chef Eagle A M BOH F&B DH 
Restaurant Manager Peak 0 F FOH F&B DH 
Dir Housekeeping Peak 0 F FOH Rooms EC 
Asst Human Resource Peak 0 F BOH HR DH 
Sous Chef Peak A M BOH F&B DH 
Banquet Manager Peak A M FOH F&B DH 
Assistant Controller Peak A M BOH Acct DH 
Assistant Controller Sunny 0 F BOH Acct DH 
Asst Human Resource Sunny " M BOH UD 1\U v J..LJ.'- Ll~ ~ 
Dir Rooms Division Sunny 0 M FOH Rooms EC 
Dir Sales Sunny A M FOH Sales EC 
Restaurant Manager Sunny A F FOH F&B DH 
Room Service Manager Sunny A M FOH F&B DH 
E ach of the following sections presents the data u sing the McBer 
cluster format (Spencer and Spencer, 1993) . For each cluster (group of 
related competencies), the data are presented in several ways . Data are 
depicted in tabular form fo r each cluster of competencies: Achievement 
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and Action, Helping and Human Services, Impact & Influence, 
Managerial, Cognitive and Personal Effectiveness (Spencer and Spencer, 
1993). Organized alphabetically by hotel, each table includes the 
managerial positions of the 18 subjectsl8, their performance levels 
(superior or average), and the number of times each competency was 
observed during the interview with each manager. The last column in 
each table, shaded in gray, represents the total number of competency 
observations by cluster for each manager. 
To provide a more thorough understanding of the data presented 
in the charts, following each chart is a brief statistical summary and 
definitions for the competencies included in the cluster addressed 19. For 
example, in the first cluster, Achievement and Action, definitions of the 
four competencies are listed with a brief statistical synopsis of the data 
related to each competency. To gain better insight for the "real-life" 
application of each competency within a cluster, three separate examples 
from interview data, in the form of transcription excerpts, are presented. 
To ensure a balanced representation of the data, the excerpts provided 
for each competency are taken from managers representing each of the 
different hotels. For selected competencies, some excerpts are included 
18 Although titles are abbreviated logically, such as Dir Eng for Director of Engineering, full titles are listed 
in the same order in table 4-2. 
19 All definitions are from Spencer and Spencer (1993), chapters 4 through 9; a summary of the competency 
definitions is presented collectively in Table 2-1. 
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to demonstrate that a competency was not evidenced during the 
interview. 
I. Achievement and Action Cluster 
Table 4-3 presents the first four competencies, organized by McBer 
r--. · , · ' r• , , . r , • , 1 " ., • • "' " . • 
u1cnonary s nrsr c1usrer or comperenCles, tne Acn1evement ana Acnon 
cluster (Spencer and Spencer, 1993). The four competencies in this 
cluster include achievement orientation (1), concern for order (2), 
initiative (3), and information seeking (4). 
Table 4-3. Achievement & Action Competencies 
Ach. Concern Info. Ach & Act 
Hotel Rating Orient. for Order Initiative Seek Cluster 
Position Co. H 1 2 3 4 Subtotal 
Dir Eng Eagle 0 4 5 2 11 
Dir F&B Eagle 0 2 3 
Dir Sales Eagle 0 6 2 9 
FO Mgr Eagle A 3 4 
Dir Hskp Eagle A 2 4 
Pstry Chef Eagle A 2 
Rst Mgr Peak 0 2 2 2 7 
Dir Hskp Peak 0 5 3 4 12 
Asst HR Peak 0 2 5 8 
Sous Chef Peak A 2 4 
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Table 4-3. continued 
Ach. Concern Info. Ach & Act 
Hotel Rating Orient. for Order Initiative Seek Cluster 
Position Co. H 1 2 3 4 Subtotal 
Bqt Mgr Peak A 1 
Asst Cant Peak ,A,. 2 
Asst Cont Sunny '""' 3 " 3 3 A '"I u ..) :~ 
Asst HR Sunny 0 3 5 6 14 
Dir Rooms Sunny 0 A 2 A 11 ...,. ...,. 
Dir Sales Sunny A 3 2 6 
Rst Mgr Sunny A 3 2 7 
RM Svc Sunny A 2 
1. Achievement orientation is a concern for working well or for 
competing against a standard of excellence (results orientation, efficiency 
orientation, concern for standards, focus on improvement, 
entrepreneurship, optimizing use of resources). 
One of the competencies observed in most of the participants (i .e. 16 of 
18, 89%), achievement orientation was cited the highest number of times 
(43). Examples include: 
"We talk about our core standards because throughout the hotel every 
department has core standards and making sure those are kept alive and 
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constantly tested to make sure there is compliance" - Assistant Human 
Resource Manager, Sunny Hotel. 
"I was shoe-horning them [the client] in there because that was the only 
time I had available, and I new it would help the hotel [financially] 
because it was a shoulder period for us"- Director Sales, Eagle Hotels. 
"A major responsibility is keeping .. . the quality and the cleanliness of the 
rooms at a certain level. The public areas. That's the really big thing -
make sure everybody does what they're supposed to be doing to keep 
that level of service where it's supposed to be. Every day is a different 
day." - Executive Housekeeper, Peak Hotels. 
2. Concern for order, quality and accuracy, refers to an underlying drive 
to reduce uncertainty in the surrounding environment (monitoring, 
desire to reduce uncertainty, keeping track). 
This competency was cited in eight of the 18 participants (44%), evenly 
split between superior and average-performing managers. Examples 
include: 
"I really ... I really wish I could have put myself into a server's outfit and 
done it myself because A) I would have nobody to blame but myself and 
B) I would - I know that I would control every step, every single iota of 
what was going on in the room ... " Restaurant Manager, Sunny Hotel. 
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"One of the biggest things that I like to do is we keep everything 
organized as far as the servers have their sections and they seat evenly 
and I'll do that, and that's what I did that night because there wasn't a 
greeter on." Restaurant Manager, Peak Hotel. 
"How can I ensure that this is going to go smooth? And what's the fastest 
way to do it ... To ensure that it's accurate- ever-ything is breaking dovm 
exactly right." Assistant Controller, Peak Hotel. 
3. Initiative is a preference for taking action and includes doing more 
than is expected or required in the job or doing things that no one has 
requested (bias for action, decisiveness, strategic future orientation, 
seizing opportunities, being proactive). 
The initiative competency was cited in 12 of the 18 participants (61%), 
including eight of the nine outstanding managers. Examples include: 
"Now it's not my job to find people places to live; it's just not in my job 
description. It's not something that I have time to necessarily do; I have 
other stuff to happen. But because of the fact that our system could be 
better and we are developing it as we go, and getting information out to 
these people to help them prior to them getting here ... this person is 
arriving here. We were putting him up in the hotel for a week as they 
look for a place to live. They know nothing about the place; they know 
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nothing about Boston ... So not having anything in place because we just 
could never find the time, this person was coming, and I said there's no 
way I am gonna have this person feel that way. So immediately the day 
that he arrived, I brought him here , sat him down ... I told him the 
computer next door has Internet access, go use it. These are the web 
sites you might want to look on for apartments. These are the places you 
might want to live . I'd steer away fro m these areas . And just spent 
literally I'd say an hour a day with him for the first week, getting him 
acclimated to the Boston area by talking about things, being a resource 
for him to come to and ask questions about what do you think about 
this, do you think this is reasonable , do you not think it 's reasonable ... " -
Assistant Huma n Resource Manager, Sunny Hotel. 
"When I first a rrived on the job, I saw some opportunity for energy 
savings and better efficiency. The Chiller is probably 12 years old. It 
was running unloaded , the chiller itself was oversized. We run on a day 
like today we're running 70% of the chiller capacity. You think today we'd 
be running a hundred. Chillers are typically oversized, for days like 
today I think. So when they are on less than peak load, the lower you 
get off of peak load , the more inefficient they become. So it was noisy, it 
was vibrating and it's directly above room and it was running inefficient 
because it never saw peak load. And even today, it's not at full load. So a 
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way to make it more efficient is put a VSP, variable speed drive on the 
motor. A variable speed drive will slow the motor down as far as hertz 
frequency and make it more efficient at these lower loads. I spoke to the 
vendor, got proposals, went and saw some of their installations other 
places. Really liked the equipment, came back and I had to then put it 
in our capital budget with an explanation of what it's going to do and 
why we were going to do it and it 's going to make everything quieter and 
more efficient, better control. I did the purchase orders and it came back 
all signed. So I was real happy to get that ... " - Director of Engineering, 
Eagle Hotel. 
4. Information seeking is an underlying curiosity, a desire to know more 
about things, people or issues (problem definition, diagnosis focus, 
customer/market sensitivity, looking deeper). 
Cited in 16 of 18 participants (89%), this competency was tied with 
achievement orientation for the competency observed m the second 
greatest number of interviewees. Examples include: 
"This is at the top of my mind for me. At the beginning it was very 
difficult for the lot of us, definitely myself, to understand sort of what is 
making this guy tick, what is the problem here?" -Assistant Controller, 
Sunny Hotel. 
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"We had a dinner for Big University about a year ago and I came in the 
next day and I had a voicemail saying this is so and so. I think he was a 
professor. He was at the dinner last night and my wife and I got really 
sick, can you call me back, whatever. Of course I was really upset and I 
checked around. I called everybody to see has anybody else gotten sick, 
has anything happened, God forbid. So I tried to do a little bit of 
homework, but I called him back right away." - Director Food & 
Beverage, Eagle Hotel. 
"I was m the lobby and got a call from - I was talking to the manager, 
and this guy comes screaming at the front desk that someone took my 
wife's diamond earrings .... I said, okay, sir- we can do a card reading on 
your room door, we have electronic keys and we'll find out who was in 
your room, if anybody was in your room ... " Executive Housekeeper, Peak 
Hotel. 
II. Helping and Human Service Cluster 
Table 4-4 represents the two competencies in the second cluster of 
competencies, Helping and Human Service: (5) interpersonal 
understanding (6) and customer service orientation. 
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Table 4-4. Helping & Human Service Competencies 
Interpersonal Cust. Service Helping & Human. 
Hotel Rating Understanding orientation Svc. 
Position Eagle H 5 6 Subtotal 
Dir Eng Eagle 0 2 2 
Dir F&B Eagle 0 4 5 
Dir Sales Eagle 0 2 3 5 
FO Mgr Eagle A 
Dir Hskp Eagle A 5 6 
Pstry Chef Eagle A 0 
Rst Mgr Peak 0 4 3 7 
Dir Hskp Peak 0 3 2 5 
Asst HR Peak 0 7 4 11 
Sous Chef Peak A 
Bqt Mgr Peak A 3 4 
Asst Cant Peak A 
Asst Cant Sunny 0 2 2 4 
Asst HR Sunny 0 6 4 10 
Dir Rooms Sunny 0 2 4 6 
Dir Sales Sunny A 0 
Rst Mgr Sunny A 2 2 
RM Svc Sunny A 3 3 
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5. Interpersonal understanding implies wanting to help other people 
(empathy, listening, sensitivity to others, awareness to other's 
feelings, diagnostic understanding). 
Cited in 11 of the 18 interviews (61 %), this competency was present in a ll 
nine outstanding managers and in two of the nine average performers. 
Examples included: 
"I wanted the other m anager to see what she looked liked in the eyes of 
this person, because I didn't even know what this person was doing, but 
if she's teasing someone that's not appropriate ... even if she thought it 
was all in good fun, she needs to understand how that's coming across to 
other people"- Assistant Human Resources Manager, Peak Hotel. 
"This old gentleman started crying. He eyes were so red, he didn't sleep 
for t\x.ro nights and he said I am going to sleep in myr car in the garage. 
Then I said don 't worry, OK? I looked for my boss immediately and I said 
I need a guest room that is now available to put this person to rest for a 
little while. It's 8 o'clock. He is gonna start to work at 10 AM. I need to 
do this for this person. Because I know he needs help. He doesn 't know 
me well but maybe he thinks that I can do something for him. And I 
want him to sleep because he didn't sleep for two nights. OK, fine. We 
give him the room. We give him some uniforms. He took a shower, and 
he didn 't know how to say in his language but he was trying to tell me I 
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was good, thank you, thank you. I say not a problem. You are my 
employee and I am happy to help you with as I can because sometimes 
there is not so much you can do ... The hotel was 70 percent [occupied]. 
So I went to the HR director and asked for a favor- This poor guy, my 
employee, he has been here not too long, OK? He has no place where to 
stay. He is sleeping in his car. He is from Bosnia and speaks no English . 
He doesn 't know where to go. I would like to see if there is any way that 
he can stay in the hotel. Then she called my boss, at the head office. We 
came to the solution to keep him here for the rest of the month." -
Executive Housekeeper, Eagle Hotel. 
"Initially I felt a lot of compassion, you know. I am thinking to myself why 
would an employee put themselves in this position . What was going 
through his mind when this manager came up and said could you take 
this test and he just turned and said no, I am not taking it" Assistant 
Human Resource Manager, Sunny Hotel. 
An example of an average manager not displaying this competency: 
"Maybe I should have said, I don't have time, but no, I snapped. Get the 
hell out of my office! I really did. I really don't care what your problem 
is, I've got a stack of them. You want to see some of my problems, let's 
deal with these" Assistant Controller, Peak Hotel. 
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6. Customer service orientation implies a desire to help or serve others to 
meet their needs (helping and service orientation, focus on client's 
needs, making the client a partner, end-user focus, attention to 
patient satisfaction). 
Among the competencies observed most during the interviews, customer 
service orientation was prevalent in 15 of the 18 interviews (83%). 
Examples include: 
"I just want to make them happy or at least do something that they know 
we tried, so that they're not leaving here with a negative thought in their 
head against us .... I wish I could have talked to him to know that he felt 
better ... " -Restaurant Manager, Peak Hotel. 
"Customer left their kid's teddy bear ... We were going to mail the teddy 
bear to them if it ever came (back from the laundry), but when I saw the 
little kid's face , my heart went out. I sent the bell man on a flight to their 
city, got in a taxi and had deliver the teddy bear ... We might get some PR 
out if it- whether I remember seeing it in the newspaper or not doesn't 
really matter to me ... " Director Rooms, Sunny Hotel. 
"So I called them back, they put me on speakerphone and I said, again, 
I'm really sorry. I feel bad that we let you down. We don't take for 
granted that you picked us, and I said I want to make you look back and 
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say you know what, it wasn't what we thought but they took good care of 
us in the end. So you tell me what you want. Tell me how I can make 
this better for you . At this point you know what? The money doesn't 
even matter because you want them to leave happy. If you have to make 
adjustments you do it ." - Food & Beverage Director, Eagle Hotel. 
An example of a lack of customer service orientation: 
"I mean there 's alvvays things like bill disputes you know. And I don't 
know if it's- I don't totally agree with this. I fight myself on this but 
sometimes it is just better to give in and give them a discount rather 
than fight them. One if you're fighting them, you're just going to make 
them upset. Two, they're going to go above you and someone else will 
give it to them. Not that I give in on everything if the person is taking 
advantage but if there's any chance that the hotel erred, yeah, you 
should probably give them something. You're still going to make money 
on them"- Front Office Manager, Eagle Hotel. 
III. Impact and Influence Cluster 
Table 4-5 illustrates the data for the competencies in McBer's third 
competency cluster, Impact and Influence cluster: impact and influence 
(7), organizational awareness (8) and relationship building (9). 
124 
Table 4-5. Impact & Influence Competencies 
Impact & Organizational Relationship Impact & 
Influence Awareness Building Influence 
Position Hotel Rating 7 8 9 Sum marx: 
Dir Eng Eagle 0 1 
Dir F&B Eagle 0 2 2 4 8 
Dir Sales Eagle 0 2 4 
FO Mgr Eagle A 2 
Dir Hskp Eagle A 1 
Pstry Chef Eagle A 2 
Rst Mgr Peak 0 1 
Dir Hskp Peak 0 2 2 5 
Asst HR Peak 0 1 
Sous Chef Peak A 1 
Bqt Mgr Peak A 2 
Asst Cont Peak A 3 3 
Asst Cont Sunny 0 2 3 
Asst HR Sunny 0 3 4 
Dir Rooms Sunny 0 2 3 
Dir Sales Sunny A 2 
Rst Mgr Sunny A 1 
RM Svc Sunny A 1 
7 . Impact and influence reflects the individual's underlying concern with 
his or her effect on others; expressing an intention to persuade, 
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convince, influence , or impress others in order to get them to support 
the speaker's agenda (strategic influence, impression management, 
showmanship, targeted persuasion, collaborative influence) . 
Cited in one third of the participants (6 of 18 , 33%), this competency 'l'las 
split between outsta nding and average m a n agers. Examples include: 
"Well , you want people to respect you and I certainly want people to feel 
like when they do come to me with that question they are gonna get an 
answer and it's gonna be the right answer for this building. It's great 
that everybody feels that I am the go-to person and I want to keep that"-
Assistant Controller, Sunny Hotel (impression management). 
"There's many times wh en I have to say, 'OK, what do you want? Do you 
really want it done? Give me somebody for a few days. ' Twist their arm, 
you know. They want to have their cake and eat it too" - Pastry Chef, 
Eagle Hotel (intention to persuade) . 
"I know what needs to be done around here and I know what works. I 
know it works . It's difficult to persuade people sometimes around here 
even employees .. . " Sous Chef, Peak Hotel (intention to persuade). 
8. Organizational awareness refers to the individual's ability to 
understand the power relationship in his or her own organization, 
other organizations, or the organization's role in the larger world 
(playing the organization, bringing along others, awareness of client 
organizations, using the chain of command, political astuteness). 
Cited in 16 of the 18 participants (89%), this competency was apparent 
in almost every interview. Examples include: 
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"I'm commenting on her behalf and his behalf saying but not saying too 
much . So you sit there and trying to walk this tight rope, they want 
more. They want me to say what's true but what's conservative and just 
say the facts. They want me to give a little bit of opinion, like sitting there 
trying to walk the tight rope down the middle of two management 
bodies ... "- Assistant Controller, Peak Hotel. 
"She left. I was the reservations manager. We were coming up to the 
busiest season, we have a new Rooms Division manager coming in, so I 
just said I would love to apply for the it, but it's just not the right time for 
me, for this department, for the hotel"- Assistant HR manager, Sunny 
Hotel. 
"Three years later this job opened up, and it was an opportunity. It was 
a bigger hotel. It was close to corporate office." - Director Engineering, 
Eagle Hotel. 
An example of organizational awareness not being demonstrated: 
127 
"Anyway, so Mary tells me that Betty- I can't even remember what it was 
because I thought it was so small time. So I tell Pete, that OK, well 
thanks, and then he talks to Betty and Betty goes WHAT! HOW DARE 
SHE SAY THAT RRRRRHHH? And gets really defensive .... goes to 
human resources a nd complains about Mary. And so then Mary gets 
angry and then complain to me about Pete making sexual advances on 
her. Now me thinking that this is like a load of what, basically talked to 
Pete and said you know, this is what I'm hearing. He tells me that's a 
load of bull. So with Betty still complaining to human resources, Mary 
plays the sexual advances part. So guess who gets hauled down to 
human resources for not saying anything? Yours truly. Guess who gets 
written up, threaten to lose his job, the whole bit ... " - Sous Chef, Peak 
Hotel. 
9. Relationship Building is working to build or maintain friendly 
relationships with contacts who are or will be useful in achieving 
work-related goals (networking, use of resources, develop contacts, 
personal contacts, concern for customer relationships, ability to 
establish rapport). 
Cited in 8 of the 18 interviews (44%), relationship building was observed 
more in outstanding managers (5) than average managers (3). Examples 
include: 
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"I was thinking I have really got to get this guy to like me or like 
something. Finally I could see his number (on telephone caller ID). I 
picked it right away, and the first thing I said was are you OK, is 
everything all right, is your wife OK, can I do anything for you. So I 
think it kind of just got him to think, oh, she is so worried about us." -
Food & Beverage Director, Eagle Hotel. 
"You kno\v \vhat I still thought maybe dm:vn the line she might, we might 
meet somewhere again because the hotel business as big as it is, it's very 
small because everybody goes everywhere and everybody meets 
everybody and some day you know you're going to end up meeting that 
person again and I believe that because I meet people ... " - Executive 
Housekeeper, Peak Hotel. 
"The three reservation managers are all now in different departments in 
the hotel. We can tell you all sorts of different groups during our time 
and stuff, so you've got a resource that's here. It's not in the 
computer. .. "- Assistant Human Resource Manager, Sunny Hotel. 
IV. Managerial Cluster 
Table 4.6 represents the Managerial cluster, consisting of four 
related competencies: developing others (10), directiveness (11), 
teamwork and cooperation (12) and team leadership (13). 
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Table 4-6. Managerial Competencies 
Teamwork 
Developing Direct- & Team Manageria l 
Others iveness Cooperation Leadersh ip Cluster 
Position Hotel Rating 10 11 12 13 Summary 
Dir Eng Eagle 0 2 2 2 6 
Dir F&B Eagle 0 4 2 2 9 
Dir Sales Eagle 0 3 4 
FO Mgr Eagle A 1 
Dir Hskp Eagle A 3 4 
Pstry Chef Eagle A 0 
Rst Mgr Peak 0 2 4 
Dir Hskp Peak 0 5 2 2 10 
Asst HR Peak 0 4 2 6 
Sous Chef Peak A 2 
Bqt Mgr Peak A 2 3 
Asst Cont Peak A 1 
Asst Cont Sunny 0 4 5 
Asst HR Sunny 0 5 3 9 
Dir Rooms Sunny 0 3 2 3 2 10 
Dir Sales Sunny A 2 
Rst Mgr Sunny A 2 3 
RM Svc Sunny A 1 
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10. Developing others is a special verswn of impact and influence, 
teaching one or several other people (teaching and training, taking 
responsibility for subordinates growth and development, coaching 
others, realistic positive regard, providing support). 
This competency was identified during 12 of the 18 participant interviews 
(67%) , including of the 1'1i11e outstanding Examples 
include: 
"The guy was working on our refrigeration unit and it was a old piece of 
equipment. It was a used piece of equipment we bought and everything 
was brittle. The wires were brittle . He just really didn't know how to 
troubleshoot it, and every time he touched the wire, it just crumbled and 
fell apart. So he came to me, you know, I need some help here and 
everything. Everything is falling apart on this thing. We just need a new 
one. So I walked up and I looked at it and I saw all the wire has to go . I 
didn't tell him anything. I just thought pulling all the wire off of it. Well 
when you have all these wires and they're connected to terminals and 
you start pulling them off, the guy's like I've got to put all of this back. 
So I pulled all the wires off and threw them in a basket and said now 
here you go; rewire it. Did that knowing I was going to need to help him 
but from then, we went back to the office and sat down and said you 
have what pieces of equipment on this refrigerator? He said I've got a 
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compressor, evaporator, and a timer, thermostat? I was like OK, throw it 
all out. On a piece of paper identifying each piece. Like OK, what do you 
want the thermostat to do? I want the thermostat to cycle the 
compressor. Right. How would you draw that schematically? You know 
how to read a schematic; the manufacture comes and shows you 
everything. Now draw it. You know how to make a thermostat operate a 
compressor. So he draws one-what do you want the defrost timer to 
do? I want the defrost timer to energize the defrost heater and turn the 
compressor off. OK, draw it. So the guy has never drawn a schematic 
before but after working with him for about 30 or 40 minutes, he drew 
the schematic of this equipment that he was going to build . Like OK now 
get wire and connectors and take the schematic that you drew and wire 
the equipment. He was so excited, it was unbelievable that he- he didn't 
know the potential in him to do that. Just me asking him a few 
questions and make him do it."- Director Engineering, Eagle Hotel. 
"So what I wanted to do is this- I kind of wanted to help him [the new 
manager in a different department] along .... I feel good about him asking 
me questions. I do. He feels like I'm helping him and that's a good 
thing. That's a good thing because he feels like, 'oh my God that's so 
great!' You know it's like the littlest minute thing that you can think of 
but you know what it makes him feel good and he feels like he's making 
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progress, and that's important. And if he feels good about it, I don't mind 
him asking me a question. I think it's a good thing."- Director 
Housekeeping, Peak Hotel. 
"I have nothing to gain or lose other than to try to help you be successful 
at what you do. I said, so that's all I am here for. I am here to listen to 
what you have to say, try to help you, give you advice on what to do and 
what not to do so that you can continue to perform well."- Assistant 
Human Resource Manager, Sunny Hotel. 
This excerpt from an interview is an example of not developing others: 
"I evaluated him that he had poor communication skills and he just did 
not want to further explore his communication skills as well as his work 
ethic. He worked at a very slow pace ... he never increased his pace. I was 
thinking I needed to remove him from his job."- Banquet Manager, Peak 
Hotel. 
11. Directiveness: assertiveness and use of positional power expresses the 
individual's intent to make others comply with his or her wishes 
(decisiveness, use of power, use of aggressive influence, taking 
charge, firmness in enforcing quality standards, classroom control 
and discipline). 
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Identified in SlX of the 18 interviews (33%), this competency was 
apparent in four superior managers and 2 average-performing managers. 
Examples include: 
"I said, )ust sit right here' and I picked up the phone, called the agency 
directly and said, Listen! You need to find this person someone today; it's 
not an option - she really needs to talk to someone today!" - .11.ssistant 
Human Resource Manager, Sunny Hotel. 
"So I told him to go to a meeting and talk about a subject-! reminded 
him last week, the week-and I said go up to that meeting and just tell 
that we're not really all prepared yet but you know we're getting down to 
it-well he didn't want to go. I'm not going. What do you mean you're not 
going? I said go up there and tell them that we're working on it. It wasn't 
a big deal. It wasn't like this big major meeting. It was something to do 
with a play or something that we were putting on. It wasn't a big deal. 
He's like I'm not going up there and making a fool out of myself and 
telling them that we're not prepared. I said well I told you about it last 
week and I told you to think about it last week. Now I'm telling you to go 
up there and just tell them that we're still working on it." - Director of 
Housekeeping, Peak Hotel. 
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"Sometimes you have to just say move over, I'm driving, and that is your 
role too if it needs to be. I have to do that every once in a while. Just say 
you know what, this is the way it's gonna be because you guys can't 
figure it out and we have to do it right now. That's the way it is." -
Director Food & Beverage, Eagle Hotel. 
12. Tearnworlc and cooperatio11 impl~>' a genL1111e intention to \"'lork 
cooperatively with others rather than competitively (group 
management, group facilitation, conflict resolution, managmg 
branch climate, motivating others). 
Identified in 13 of the 18 participants (72%), the competency was evident 
in all nine of the outstanding managers and four of the average 
managers. Examples include: 
"So we're sitting in a meeting- the executive committee (8 members) and 
the four assistant directors, basically the next level down. So the 
expectation is that you are taking on a role that is not just how do I get 
this done, but what is the best way to do this in terms of the hotel?" -
Assistant Controller, Sunny Hotel. 
"And since I've been here, I've been working with the restaurant manager 
- basically we'd all work together. So we do the restaurant, the bar, and 
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room serv1ce all together. We manage it together. .. " - Restaurant 
Manager, Peak Hotel. 
"We would meet in this office and everybody in the division was invited. 
We just started brainstorming and what evolved out of the brainstorming 
was first we were thinking this and it ended up to be this. What 
happened with those brainstormings when we met weekly was we got to 
this really great place where we were really happy. What we came up 
with was we wanted to create experience days, not just like a theme 
coffee break. We wan ted everything to sort of like blend together." - Food 
& Beverage Director, Eagle Hotel. 
An example of the absence of teamwork and cooperation: 
"Our restaurant was reviewed and it was her name as the pastry chef, 
even though I had just hired her and it was all the desserts that I had 
developed. And eventually she was costing them so much money in the 
end I got satisfaction because they let her go ... I got the last laugh out of 
that!" - Pastry Chef, Eagle Hotel, 
13. Team leadership implies a desire to lead others (taking command, 
being in charge, vision, group management and motivation, building 
a sense of group purpose and genuine concern for subordinates). 
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Identified in 12 of the 18 participants (67%), team leadership was present 
in all nine outstanding managers and three of the nine average-
performing managers. Examples include: 
"I don't go in there and just say, this is what's going to happen, we're 
going to make this go because then it's just another load on their back. 
You go in and say, 'Let's have some fun with it because you know we're 
bordering insanity now.' I have that sort of joking thing . . . I take off my 
jacket and go up and there and help them with the furniture. It's the only 
way it can happen. And then when you're up there, the bantering that 
goes back and forth to keep the sanity going is fun. Camaraderie is a 
great team spirit, really really is. And you just know it's going to be a 
success when you've gotten the humo'r behind it- you think the day will 
never end." - Director of Rooms, Sunny Hotel. 
"They [housekeepers] were outside the room waiting for me. They're like 
'what happened? We didn't take her earrings.' I was like hold on relax, 
they're found. They know they found them. Because it's a big deal 
because they know they're going to get hammered. And I said to them, I 
knew you guys didn't take them . I guess that's why I went up there. I 
just wanted to check for myself and I'm glad that I went up there because 
if I didn't, that thing would have been blown way over proportion ... You 
need to be fair. It's a big thing. We have a big department, different 
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nationalities, different cultures. You need to be fair. Ifyou're fair, they 
respect you more."- Director Housekeeping, Peak Hotel. 
"My feeling is to pass to them [the staff] that I care about the inspection 
too. I don't want it just them doing their job. I don't want to just leave it 
up to them. Because if I sit over here, and inspection is over there, they 
are going to think she doesn't care but she wants us to do everything. 
No, I am the first person who has to care, OK? Then I can tell them and 
they can notice that I really care, that I am moving around, I am doing 
things." - Director Housekeeping, Eagle Hotel. 
V. Cognitive Cluster 
Table 4-7 represents the Cognitive cluster. The three cognitive 
competencies include: analytical thinking (14), conceptual thinking (15) 
and professional and managerial expertise (16) . 
14. Analytical thinking is understanding a situation by breaking it into 
smaller parts in a systematic way (thinking for yourself, practical 
intelligence, analyzing problems, reasoning, planning). 
Recognized during 12 of the 18 interviews (67%), this competency was 
identified in all nine of the outstanding managers and three of the 
average performing managers. 
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Table 4-7. Cognitive Competencies 
Analytical Conceptual Professional Cognitive 
Think ing Th inking. Expertise Cluster 
Position Hotel Rating 14 15 16 Summar:i 
Dir Eng Eagle 0 3 2 6 
Dir F&B Eagle 0 3 2 5 
Dir Sales Eagle 0 2 3 
FO fv1gr Eagie A i 
Dir Hskp Eagle A 2 2 
Pstry Chef Eagle A 2 2 4 
Rst Mgr Peak 0 2 3 
Dir Hskp Peak 0 2 3 
Asst HR Peak 0 2 3 
Sous Chef Peak A 2 2 
Bqt Mgr Peak A 2 3 5 
Asst Cant Peak A 4 2 6 
Asst Cont Sunny 0 3 3 .., I 
Asst HR Sunny 0 2 2 2 6 
Dir Rooms Sunny 0 2 4 6 
Dir Sales Sunny A 2 
Rst Mgr Sunny A 2 
RM Svc Sunny A 1 
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"I said what's wrong and she told me . She said well I'm getting my hours 
cut, worked here so many years, never- I have three days off this week. 
And then it just made me think, because we're short-staffed in my own 
department. And I asked her, 'would you want to learn how to answer 
the phone [in our department]?' And she said, oh my gosh, I'd be so 
happy."- Restaurant Manager, Peak Hotel 
"So I'm mainly prepanng for renovations such as today we're setting 
schedules for the skyline renovation which is upcommg, starting 
January 30th, meeting the contractors, lining up contractors, giving the 
bids and proposals and taking that to the purchase order stage, getting 
purchase order signed and then to contracting. We're starting that 
process now for a job that starts in December." - Director Engineering, 
Eagle Hotel. 
"Dealing with employee issues is a mam part. Every day there is 
something. Some things can be resolved within 15 to 20 minutes; some 
things literally take days to resolve and a lot of investigating." -Assistant 
Human Resource Manager, Sunny Hotel. 
15. Conceptual thinking is understanding a situation by putting the 
pieces together, seeing the larger picture (use of concepts, pattern 
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recognition, insight, critical thinking, problem definition, ability to 
generate theories). 
Conceptual thinking was identified in seven of the 18 interviews (39%). 
Examples include: 
"One of our favorite phrases is peeling back the onion; peel a ll the layers 
off the onion. I felt that I had not peeled back the onion far enough, and 
I think I had one of those Sunny Hotel moments, that I am not treating 
this guy in the way that I would want to be treated, and that is not 
Sunny Hotels . I am one of those people that stuff rolls around m my 
head for a week and then all of a sudden at the end of the week I get it. I 
stand in the shower every morning and think about it and then at the 
end of the week everything gels and it makes sense and I can formulate 
sort of what my attitude is."- Assistant Controller, Sunny Hotel. 
"I wanted to either fire both of them or suspend one and fire the one that 
bit the person because in this department because it's a close-knit 
department. What's going to happen now; what if somebody punches 
somebody, different from a bite, or somebody kicks somebody. So now 
we set this precedence that if you have nothing in your file, you punch 
somebody, it's OK, you're still gonna have a job." - Director 
Housekeeping, Peak Hotel. 
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"You have to understand not just the external customer, but also deal 
with the various different characteristics of the people who are within the 
department [the internal customer] ... I do not deal with all my managers 
the same way .. .I try to understand what each person's hot buttons are, 
because it's different with each person."- Director of Sales, Eagle Hotel 
16. Technical/ professional/ managerial expertise includes both the 
mastery of a body of job-related knowledge and also the motivation 
to expand, use and distribute work-related knowledge (legal 
awareness, product knowledge, expert-helper image, diagnostic skill, 
commitment to learning). 
This competency was identified in all 18 participants (100%). Examples 
include: 
"You've got to have some technical skills, of course, if working in the 
kitchen. You really have to make sure you delegate and train people in 
certain things."- Pastry Chef, Eagle Hotel. 
"Responsibilities in overseemg the staff, equipment needs, just daily 
operations, forecasting, scheduling, you know, just your typical daily 
operations that deals with ordering, inventory and just total guest 
satisfaction."- Food and Beverage Manager, Peak Hotel. 
142 
"One is that you have to have a good sense for the yield management 
process and how the hotel operates, and how to maximize revenue and 
profitability."- Director of Marketing, Sunny Hotel. 
VI. Personal Effectiveness 
Table 4-8 represents the last cluster of competencies, the Personal 
Effectiveness cluster. This group includes four competencies related to 
personal effectiveness: self-control ( 17), self-confidence ( 18), flexibility 
(19) and organizational commitment (20). 
17. Self-control is the ability to keep emotions under control and to 
restrain negative actions when tempted (stamina, resistance to 
stress, staying calm, not being easily provoked). 
Identified during 12 of the 18 interviews (67%), self-control was evident 
in all nine of the outstanding managers and in four of the average-
performing managers. Examples include: 
"Definitely the ability to remam calm amongst many fires, which is a 
common characteristic for any position m this building. For example, 
yesterday I had meetings from 9-10, 10-10:30, 12-1:30, 2-3, 3-4 and 4-6, 
on top of being here until 1 AM last night/this morning due to unraveling 
a mistake that took 4 1/2 hours to unravel. And every single meeting I 
was going to was a totally different thing, and a big huge, big picture 
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thing, that I had to have all my ducks in a row." - Assistant Controller, 
Sunny Hotel. 
Table 4-8. Personal Effectiveness Competencies 
Self- Self- Organizational Personal 
Control Confidence Flexibility Commit Effectiveness 
Position Hotel Raiing 17 18 19 20 Summary 
Dir Eng Eagle 0 2 3 5 
Dir F&B Eagle 0 2 2 4 
Dir Sales Eagle 0 3 2 7 
FO Mgr Eagle A 1 
Dir Hskp Eagle A 1 
Pstry Chef Eagle A 2 2 
Rst Mgr Peak 0 4 
Dir Hskp Peak 0 2 2 5 
Asst HR Peak 0 3 5 
Sous Chef Peak A 0 
Bqt Mgr Peak A 2 
Asst Cont Peak A 2 2 
Asst Cont Sunny 0 3 2 6 
Asst HR Sunny 0 2 2 3 8 
Dir Rooms Sunny 0 2 5 
Dir Sales Sunny A 0 
Rst Mgr Sunny A 1 
RM Svc Sunny A 1 
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"The director of engineering needs to be someone with self-control. So 
much can happen and to handle the problem such as all the power's out 
in the building and it's not a utility problem ... Someone who's not going 
to get [frazzled]- so much in a hotel , so many things are constantly going 
on that it's easy to get wrapped up in noise , static and not stay on track 
of what you really want to accomplish for the day. One needs to stay 
focused and think clearly." -Director of Engineering, Eagle Hotel. 
"I am on my feet all day long. I've worked with people that can't- they're 
like, 'Are you kidding me? I can't be on my feet this long and be running 
around. I can't be doing this!'" - Food & Beverage Manager, Peak Hotel. 
18. Self-confidence is a person's belief in his or her 0\:vn capability to 
accomplish a task (decisiveness, ego strength, independence, strong 
self-concept, willingness to take responsibility). 
This competency was identified in 12 of 18 the interviews (67%), 
including all nine of the outstanding managers. 
"I like the challenge it. I like to have a whole bunch of stuff to have to at 
once because that's what makes me feel better at the end of the day is 
knowing that I could handle all of that." - Restaurant Manager, Peak 
Hotel. 
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"So I tell him [the general manager] yes we can do it. He doesn't need to 
know [the details]. Can we do it, how we do it, and how much time can 
we do it in? So then we make it happen." - Director Rooms, Sunny 
Hotel. 
"I used to get intimidated, but I know vvhat I'm doing. I know the kind of 
rtnt=J..rat; 0 ,1 \'I"'c hn"Tro h ~ .... e . T ....... _..... .... p.,......_l l ...... '-"1-''-'.!. .t .!. 'IYV .!.lct.V\,_, 11\....1 J l ctlll l vClllJ confide11t ir1 tl1is place." - Food & 
Beverage Director, Eagle Hotel. 
19 . Flexibility is the ability to adapt and work effectively with a variety of 
situations, individuals or groups (adaptability, ability to change, 
perceptual objectivity, objectivity, resilience) . 
This competency was identified m seven of the 18 interviews (39<%). 
Examples include: 
"You've got to know how to deal with all different kinds of people. It's all 
about respect. In this industry you've got to deal with different people all 
the time."- Restaurant Manager, Peak Hotel. 
"You need to enjoy traveling- you have to be away from home because 
there are a lot of trips you have to take . There are some people who don't 
like to travel and it becomes difficult to go out and see customers who 
are not here."- Director of Sales, Eagle Hotel. 
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"I started in Food & Beverage, and then transferred to rooms division in a 
number of different positions - housekeeping, front office, reservations, 
etc. Then I transferred to Hawaii, and then Canada and two years later 
again to the Northeast." Director Rooms, Sunny Hotel. 
20. Organizational commitment is the individual's ability and willingness 
to a lign his or her own behavior with the n eeds, priorities of the 
organization (businessmindedness, m1Ss1on orientation, VlSlon, 
commitment to the command's mission). 
This competency was identified in one third of the managers (6 of 18, 
33%). All six managers were classified as outstanding in their respective 
companies. Examples include: 
"I would never go to another hotel. I'm very much a 'Peak Hotel Girl.' If I 
ever left this company, I wouldn't go to another hotel." - Assistant 
Human Resource Director, Peak Hotel. 
"So I stepped in here as Assistant Controller and have been cranking 
ever since. I actually took two months [and a move] to help Sunny Hotels 
open a new property. I went out there for a month to help open the hotel 
and went back out agam when they needed me to help detangle 
everything."- Assistant Controller, Sunny Hotel. 
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"The hotel 1s a good company to work for. There are a lot of very 
committed people who work in this hotel. ... If I have a major client 
commg m, high profile, high demands, good piece of business for the 
hotel, they are paying a great room rate, they are giving us a lot of food 
and beverage, who are pushing us to some limits as what we can do, but 
all of us come through ... that's a high for me." - Director Sales, Eagle 
Hotel. 
This section provided an opportunity to better understand how the 
model was created. As each interview transcript was reviewed, phrases 
and sentences were scanned and compared to definitions in the McBer 
competency dictionary. Each time a phrase or sentence matched the 
meaning in the dictionary (the author searched to match meanings and 
not necessarily exact phrases), it was marked as shown in the tables 
earlier in this section . Totals of managers illustrating each competency 
and the number of times each competency was observed were calculated. 
Threshold and outstanding models were then developed. 
D. Additional Data Findings 
In addition to the competencies identified using the McBer 
Competency Dictionary, there were also five competencies identified that 
did not fit into the dictionary's definitions, but were derived using 
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thematic analysis and personal observation during the interview process. 
This section presents these additional competencies: passion, optimism, 
face-to-face communication, honesty and self-learning. Similar to the 
examples provided in the previous section, sample quotes extracted 
during the interview sessions are presented when appropriate. As with 
the previous competencies coded using the Competency Dictionary, these 
competencies were also validated using an industry expert panel. In 
addition, because these competencies were discovered through thematic 
analysis, they are discussed further in the analysis section of the chapter 
five. 
1. Passion is an unswerving commitment, dedication and zeal towards a 
manager's job. This competency was observed in seven of the nine 
outstanding managers (78%) and only one of nine average-performing 
managers. This competency was identified either through specific 
comments, or by the tone and attitude in which managers talked about 
their jobs. For example, the Executive Housekeeper at Peak Hotel never 
said "you have to have passion" followed by an instance of when she 
showed passion. Rather, the deep concern she has for her employees, 
care for her customers and enjoyment of her job conveyed during the 
interview illustrated the passion for her work. The following are two 
more overt examples of displaying passion: 
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"You have to love the business. You have to love walking through the 
lobby. You have to get very excited about coming in [to work]. You have 
to have excitement about it. [To interviewer]: Walk through the lobby; 
look around- it's exciting! .. . In this particular business you have to be 
passionate about what you do and about dealing with people ." - Food & 
Beverage Director, Eagle Hotel. 
"I love this industry. It's this indescribable thing- that gut feel that is a 
combination of responsibility, attitude, work ethic, and that special 
spark. Some people call it natural leadership, but I feel it is the one 
thing that sets our hotel apart from the others. " -Assistant Controller, 
Sunny Hotel. 
2. Optimism is a frame of mind that one generally looks at the positive 
rather than the negative aspects about situations, employees, customers 
and events (e .g. the glass is half full rather than half empty). Eight of the 
nine outstanding managers displayed this competency. While this 
competency was evidenced in most of the outstanding managers, it was 
rarely apparent with the average-performing managers, with two of the 
nine average-performing managers displaying optimism. For example, 
when the business at the Peak Hotel was slow and lay-offs were 
necessary, the Assistant Food & Beverage Director (outstanding 
manager) looked at the positive side of the situation by creating the 
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opportunity to cross-train employees in different departments. When 
business continued to remain slO\v, the hotel transferred her for three 
months to another city to reduce overhead costs. Rather than look at the 
complications of a temporary transfer, she viewed it as an opportunity to 
learn how another property operates and experience a new city. When 
the same situation (i.e. temporary transfer to another hotel to reduce 
overhead) emerged with another outstanding Peak manager, the 
Assistant Human Resource Manager, the same positive attitude was 
displayed. The following are additional examples of optimism coded 
during the interviews: 
"Those are probably the most difficult situations [troubled employees]. I 
don't give up hope, though . I am not someone who give up hope [helping 
an employee] ... You have to be a happy person, you really do."-
Assistant Human Resources Manager, Sunny Hotel. 
"There's just a problem that needed to be resolved. Do what we can to flx 
it. I didn't think anybody was playing with the m eter trying to get 
anything out of it. Mechanical fai lure, so hey, let's fix it. Fix the 
problem, and then we'll discuss how we're going to fix the billing."-
Director of Engineering, Eagle Hotel. 
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"No one is ever in a situation where they purposely do something to make 
it go wrong. I truly, truly believe that."- Director Sales, Eagle Hotel. 
3. Face-to-face Communication. This competency refers to ability to 
communicate effectively one-on-one with another individual, including 
customers, employees and superiors. This skill was identified both 
through thernatic analysis from the transcription of the interviews, as 
well as direct observations during the intervie'.v process. The expert 
panel validated this skill as contributing to being an outstanding 
manager. 
4. Honesty is the willingness to admit successes and failures and the 
ability to be sincere and truthful about one's own experiences . All 
eighteen managers, both average performing and outstanding, were 
straightforward in their review and explanation of their critical incidents 
during their careers. Blame for failures or false modesty was not 
displayed in describing their events. 
5. Self-learning is the ability to identify one's experiences, failures and 
successes, and have the self-reflective capability to comprehend the 
value of the lesson and apply the knowledge for future actions. It can 
also represent one's realization of the necessity to learn new information 
(i .e. awareness that one is lacking knowledge). The ability to learn from 
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one's own experiences, both successful and unsuccessful, \vas evident in 
seven of the nine outstanding managers, but in only two of the nine 
average-performing managers. Although all 18 managers were open and 
honest with their experiences, self-learning was one of the competencies 
that separated the two groups of participants. Examples of this 
competency include: 
"I am very more specific no'.v about who I vent '.vith , that you choose to 
vent with a person that is gonna give you honest feedback. . . The 
important thing is to go to someone who is somewhat outside the office 
and say this thing was said about me, what do you think. And have the 
person actually be able to say well, actually I have seen you interact with 
a couple of other employees in similar situations, and yeah it's been the 
same thing. That's what you need if you are going be honest with 
yourself and make yourself better."- Assistant Controller, Sunny Hotel. 
"The GM tells me there's some torn wallpaper by room 100 . OK, no 
problem. He traces that. There's minutes taken and the next morning I 
totally forgot about this repair and I was brand-new with Eagle. Next 
morning he comes up and says what about those torn by room 100, and 
I'm thinking to myself I forgot about those. "No problem, all set," 
thinking I'm gonna run up there and fix it right now. Well the GM says, 
"Really? Well, if you fixed it yesterday, it's torn today in the same spot, 
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the same location, and the same tear, so you better go look at it again." 
was, "Yes sir, I will." I know don't do that again. He busted me . The 
small of it was yeah, ever since then it was always the next time I guess 
when something came up and I slipped and I forgot, I said sorry I failed. 
And when I said that, the next time something happened, when I said 
that, the GM's face went-he was surprised to hear me say oh sorry I 
failed, I'll get it now. So that was funny too."- Director Engineering, 
Eagle Hotel. 
"I felt betrayed. If we were going to go through all that, why didn't we 
just give it to him? I tell managers now that if there are things you don't 
like about your boss but you can't change, learn the kind of manager you 
want to be. I swore to myself that I would never, never, ever do that to a 
staff - if I have to change a decision, I will do it in front of the staff."-
Assistant Human Resource Manager, Peak Hotel. 
E. Summary 
This chapter presented the behavior event interview-based 
competency model derived from the data collected during this study, 
including competencies required for average performing and outstanding 
managers . A tabular breakdown of the observed competencies by hotel, 
position, performance level, gender and management level were also 
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presented. This chapter describes each competency, using the McBer 
Competency Dictionary and includes examples of coded excerpts from 
the interview transcripts. Five additional observed competencies, not 
included in the dictionary, are presented and explained. The next 
chapter presents an overview of the entire study, presenting analysis and 
implications for both the hotel industry and human resource education 
in higher education. Finally, a summary of the dissertation concludes 
the chapter and thesis. 
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Chapter V- Analysis, Recommendations & Conclusions 
A. Overview of the Study 
The purpose of this study was to develop a competency model that 
incorporates the necessary knowledge, skills and attributes an 
outstanding hotel manager based on actual experiences of successful 
hotel managers. A competency model can support a variety of critical 
human resource functions, including recruiting, hiring, training, 
evaluating and creating career tracks for a hospitality organization's 
greatest resource- its employees. A carefully researched, developed and 
implemented model, identifying not espoused but actual competen cies 
that have a proven track record of outstanding performance in an 
organization can play an important role in the su ccess of a hotel 
company. 
Although there has been an abundance of competency research for 
general business, there is not a plethora of literature specifically focused 
on the hotel industry. This research contributes to the current 
hospitality competency literature due to three limitations of prior 
competency research within this industry. First, the majority of 
competency studies conducted for the hospitality industry are narrowly 
focused (e.g. corporate, interns, club managers), making them less 
applicable to the majority of full service hotels. Second, all of the 
previous studies (except one ten-year-old study) \Vere survey-based. 
Survey-based studies raise a number of potential problems, including 
competencies omitted in the survey, inability to identify new 
competencies and reinforcement of folklore competencies that are not 
predictive of performance (Spencer and Spencer, 1993, p. 101). Third , 
the prior studies did not differentiate between threshold or minimum 
competency requirements and those competencies that define 
outstanding levels of achievement. 
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This study fills the gap of previous studies. First, this study 
includes a broad range of managerial positions for full service hotels, 
rather than limiting its focus to only corporate office, general managers, 
interns, or one functional area. This research incorporates second and 
third-level hotel managers, including both department head and 
executive committee positions. Both back-of-house and front-of-house 
areas of the major operating departments are reviewed, such as front 
office, food production, food service, human resources, sales, accounting 
and housekeeping. 
Second, this study's cornerstone methodology, behavior event 
interviews (BEis), overcomes the disadvantages of survey based 
competency research. BEl's use actual experiences to identify 
competencies, eliminating the bias of self-reporting in surveys and 
providing a more accurate picture of relevant competencies. Using BEis 
as an alternative to surveys may triangulate the findings from prior 
studies and reinforce or redefine previous conclusions. This BEl-based 
study can also benchmark the one prior BEl-based study conducted a 
decade ago in England, assessing any similarities or differences for 
today's hotel managers as compared to ten years earlier. 
Third, this dissertation focuses on defining competencies for 
superior levels of performance, while the previous studies addressed 
minimum requirements for acceptable performance. Although the hotel 
competency models to date identify competencies , they do not highlight 
the distinction between minimum skills necessary (threshold level) a nd 
those competencies required to be an outstanding manager. 
Collecting the data for this study was a straightforward process. 
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Three full service hotels in northeastern Uni ted States were identified 
based on their reputation, strong corporate identity and positive 
relationship with Boston University School of Hospitality Administration. 
The general manager and / or the director of human resources from each 
hotel selected three outstanding and three average-performing managers 
from their respective properties (a total of 18 managers). Over a two-
month period, using the behavior event interview process20 , both 
superior and average managers were interviewed and asked to describe, 
in great detail, situations when they were particularly effective and 
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situations when they were ineffective. After transcribing, analyzing and 
coding the interviews using a validated competency dictionary for 
established competencies and thematic analysis for uncovering 
additional competencies, competencies that distinguish star performance 
from average performance were identified. 
Based on the data analysis, a proposed competency model was 
constructed. An expert panel of three industry professionals with 
operational, human resource, and hospitality academic experience \vas 
assembled to review the behavior event interview-based research . The 
panel assessed the research process and evaluated the findings. The 
panel, representing almost one hundred years of combined hospitality 
experience, approved the research findings, thus validating the research 
and competency model developed in this dissertation (see Appendix C). 
In brief, the model includes the following competencies: achievement 
orientation, information seeking, customer service orientation, 
organizational awareness, professional expertise, honesty, interpersonal 
understanding, teamwork, team leadership, analytical thinking, 
initiative, self-control, self-confidence, self-learning, face-to-face 
communication, relationship building, optimism and passion. 
The remainder of this chapter presents an overview of the results, 
focusing on the constructed model, comparisons to previous hospitality 
2° For a review of BEl process, refer to Appendix A, "Behavior Event Interview Process. " 
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models, and the author's insights on the research process. Where 
appropriate, the results of this study are considered in relation to 
research theory and practical application to the hospitality industry and 
the field of human resource education. Fina lly, the author suggests 
areas for further exploration for future researchers. 
B. Overview of the Results 
The core research question for this dissertation was determining if 
a behavioral event interview-based (BEl) competency model could be 
developed for hotel managers . The short answer is: yes. Fifteen 
competencies distinguish superior from average performing m anagers. 
Chapter four presents the findings of the data research and, as repeated 
in Appendix C, illustrates a BEl-based competency model for mid- and 
senior-level managers at full service hotels. This model also outlines the 
competencies that define superior managers compared to average 
performers. This section is organized into three broad topics: a n 
analysis of the competency model, a comparison of the results of this 
research to two earlier hotel competency models and an examination of 
the process of developing the model. 
1. Analysis of Competency Model with Implications for Research & 
Practice 
a. Most Observed Competencies. Table 5.1 outlines five competencies 
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that were most observed in superior-performing managers. Because the 
hotel industry is a hospitality-based, labor- intensive business, the first 
four competencies are crucial for success. 
Table 5.1. Most Observed Competencies in 
Superior-Performing Managers 
No. of No. of 
Competency Managers Observations 
9 30 
Achievement Orientation 
Developing Others 8 28 
Customer Service Orientation 8 I 26 
Interpersonal Understanding 9 29 
Information Seeking 9 28 
Achievement orientation is necessary to reach financial goals $.Tid stay 
solvent. In addition, a full-service hotel that is not customer service 
oriented will not remain in business very long. Managing labor is also a 
critical success factor in the hotel industry, and therefore developing 
others is a critical competency. Both customer service orientation and 
developing others are influenced significantly by a successful approach 
to interpersonal understanding, relating both to employees and 
customers. 
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At first pass, the information seeking competency seemed out of 
place compared to the other most observed competencies. There is great 
value, however, in possessing the desire to know more about things, 
people or issues, including problem definition and customer sensitivity in 
hotel operations. Although companies design service delivery systems 
and train employees to "do it right the first time" and often employ a 
"KISS" (Keep It Simple) philosophy, the ability to correct errors, probe for 
root causes of poor quality and recover from service failures is a valuable 
competency within an organization. The competency to find out more 
about underlying issues is a valuable trait, and as the data points out, 
can play an important role in superior performance. In the same ''.ray 
that customer service orientatio11 and developing others relates to 
interpersonal understanding, seeking information also relates to 
interpersonal understanding. A manager who exhibits the competency of 
seeking information will be better able to meet the needs of customers 
and employees. 
b. Threshold Competencies. The purpose of this study is to distinguish 
the competencies that separate the superior performing managers from 
average performing managers in the hotel industry. One of the by-
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products of this goal was defining the threshold competencies- the 
competencies necessary to perform at an average level. This study 
identified six threshold level competencies: achievement orientation, 
information seeking, customer service orientation, organizational 
awareness, professional expertise and honesty. Organizational 
mvareness, professional expertise and honesty were observed at the same 
levels as the outstanding managers. In other words, these competencies 
\Vere detected the same number of times between average and superior 
performing managers 
Three of the competencies identified in average performing 
managers, achievement orientation, information seeking and customer 
service orientation were also observed in superior managers. The 
superior performing managers, hO\vever, exhibited these three 
seven of the nine average-performing managers exhibited a total of 13 
separate incidences of achievement orientation, while all nine 
outstanding managers displayed a total of 30 incidences of achievement 
orientation. Noting the difference between average and superior 
performing managers requires not only indicating which competencies 
are different between the two groups. If both sets of managers exhibit 
the same competency (e.g. customer service orientation), it is also 
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important to determine if the superior managers exhibit a competency at 
to higher degree than the average performing managers. 
c. Setting the Bar- Defining Average & Superior Levels. A super-majority 
of managers had to exhibit a competency for that competency to be 
included in the model. This translates to seven of nine managers, 
representing 78% in either threshold or outstanding classification. The 
rationale for this level \Vas that more than a simple majority of managers 
(5 of 9) should exhibit a competency to be relevant, but 100% 
observation raises the bar too high. For example, customer service 
orientation was observed multiple times by all outstanding managers 
except one back-of-house manager, so eliminating this competency from 
the model would be inappropriate. In fact, not one manager 
encompasses all 18 competencies that define superior performance. In 
addition, upon analyzing the data, identifying a competency in seven 
managers appeared to represent a clear distinction between a 
competency being present or absent (i.e. there were few competencies 
identified five or six times; almost all were either observed in four or less 
managers or in seven managers and above). 
Figure 5.1 illustrates the differences between outstanding and 
average managers in four different competencies: interpersonal 
understanding, developing others, teamwork and cooperation and 
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initiative. The left axis identifies the number of managers who displayed 
a particular competency and is represented by the striped (outstanding) 
and polka-dot (average) bars . The right axis identifies number of 
observations observed for each group . For example, for the competency 
of interpersonal understanding (Int, Und .), two average managers 
displayed that competency, while a ll nine outstanding managers 
exhibited the same competency, both tracked on the right axis. The two 
average performing managers exhibited the competency of interpersonal 
understanding five times, while the outstanding managers demonstrated 
30 separate incidences of the same competency. 
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Managers in Four Competencies 
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d. Analysis of Types of Competencies. Spencer and Spencer classify a 
competency that is causally related to superior performance in a job into 
three separate categories: 1.motives and traits ; 2. self-concept; and 3. 
knowledge and skills (Spencer and Spencer, 1993 , p. 11). Motives and 
traits are closer to one's 'core' personality and "refer to the things a 
person consistently thinks about and drive, direct and select behavior 
to·wards certain actions ... and traits are physical characteristics and 
consistent responses to situations" (Spencer and Spencer, 1993 , p . 9). 
Self-concept encapsulates a person's attitudes , values and self-image . 
Similar to motives and traits, these competencies are more "hidden" and 
central to one's personality. Knowledge is defined as information a 
person h as in a specific content area and skill is the ability to perform a 
cer tain physical or metal task (p . l 0). Spencer view these competencies 
the competencies most visible to other people and a lso th e easiest to alter 
(p. 10). 
Although there is some overlap among the levels (for example, 
teamwork and cooperation requires both an attitude and the skills to 
work cooperatively with others rather than competitively), the 
competencies in this model break down as follows: Motives and traits 
represent seven competencies, including achievement orientation, 
customer service orientation, self-control, initiative , optimistic, honesty 
and information seeking. Attitudes, values and self-image category 
represents six competencies, including self-confidence, passion, 
teamwork, team leadership, self-learning and interpersonal 
understanding. Knowledge and skills represent five competencies, 
including analytical thinking, professional expertise, developing others, 
face-to -face communication and organizational awareness. 
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This study's competency model for superior performance includes 
13 competencies that are motives and traits and self-concept, and only 
five based on skills and knowledge. This breakdown has an important 
implication for organizations. Since it is cost-effective to hire (rather 
than to train) for motives and attitudes, personality profile testing can 
help an organization efficiently select employees -vvith competencies that 
best fit that organization's culture. This does not imply motives and 
attitudes can not be altered with training; it just takes a higher degree of 
effort. Many service companies that are highly customer oriented 
reinforce this philosophy. For example, Southwest Airlines openly states, 
"we hire for attitude and train for skills" (Brelis, 2000) . 
As a caveat to this philosophy of "hire for attitude, train for skill," it 
is important to recognize that attitudes, value s and self- con cept, as well 
as motives to a lesser degree, can be positively a ffected through training 
and education. Such attitudes, values and self-concept can also be 
altered as a resort of some significant event or experience of the 
individual. For example, on a personal level, six months after the 
September 11th terrorist catastrophe during which two of his students 
died, this author is experiencing a heightened level of interpersonal 
understanding towards his students . The implication of these findings, 
however, is that with finite resources, it is more effective for an 
organization to match a potential new hire's values and desired traits to 
the company's philosophy than to effect a desired competency that is 
different from that evidenced in a person's core personality. 
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e. Impact of Organization's Culture . As discussed in chapter two, to 
define superior performance, it is necessary to understand not only the 
job's demands and the individual 's competencies, but a lso the 
organizational environment. For example, the Sunny hotel's genera l 
manager is known for his pass ion about the in dustry a nd "do \vhatever it 
takes philosophy" to satisfy the customer . That attitude is reflected 
overtly by all three of the superior m a nagers and is present in one of the 
average-performing managers, appearing more in Sunny managers than 
in those from the other two hotels. Since th e gen eral manager who 
influences the factors th at define success, places a high level of 
importance on passion at Sunny hotel, successful (i.e. outstanding) 
managers exhibit this competency, even more so than superior managers 
from other hotels . 
The same phenomenon of corporate culture influencing 
individuals' competencies is also seen in the achievement and action 
competency cluster. Although all three hotel companies put an 
emphasis on achievement and action competencies (achievement 
orientation, concern for order and quality, initiative and information 
seeking), of the three properties analyzed, it is emphasized most at the 
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Sunny hotel. The findings support this observation: while the Peak and 
Eagle hotel managers (both average and superior) displayed achievement 
and action competencies 33 and 34 times respectively, Sunny hotel 
managers exhibited these competencies 52 times, averaging 8. 7 
observations per manager, compared to 5.5 and 5.7 observations with 
the managers of the other hotels . These figures are represented 
graphically in Figure 5.3 . 
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Figure 5.3. Property Influence: Achievement Orientation of 
Outstanding Managers at Each Property 
Viewing the data categorized by performance level within each 
hotel, the Sunny hotel managers still outperform its two counterparts: 37 
versus 27 and 23 observations for superior level, and 15 compared to 7 
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and 10 observations for average-performing managers. Again, the higher 
achievement and action competency scores reflect the culture of the 
Sunny hotel's corporate culture . 
It is not clear to what degree the hotel hired managers with a 
stronger than usual achievement orientation, or that the managers who 
work at the Sunny hotel were positively influenced by the corporate 
culture's empha sis towards achievement orientation. The classic 
question of nuture versus nature is raised- the author hypothesizes that 
it is most likely a combination of the two influences . Regardless, in 
using competency models, an organization should actively consider its 
culture when building a model. 
f. Analysis of Selected Competencies 
Honesty. The common competency of honesty in both a verage and 
superior-performing managers parallels leadership research conducted 
by Kouzes and Posner. Surveying 30,000 employees, Kouzes and Posner 
found honesty was the most cited characteristic of leadership, noted by 
88% of the respondents (Kouzes and Posner, 1995). This empirical 
research supports the anecdotal evidence broadcast continually in the 
news about politics and business on a daily basis . This includes both 
reaffirming the presence of honesty and leadership, such as with Herb 
Kelleher of Southwest Air, and its absence, including the Enron debacle. 
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With the regard to the honesty competency, this competency model 
research appears consistent with the Kouzes and Posner research, both 
in theory and practice. 
Optimism. This trait was identified, through thematic analysis, in a lmost 
all of th e superior-performing managers, but in only tv.ro of the average-
performing managers . Arguably, this appears logical - an upbeat outlook 
on life can have an affirmative outcome, similar to the concept of positive 
thinking yields positive results. It is unclear, however, whether this 
competency exists independently or rather is a cause or effect of external 
factors. The analogy of employee turnover comes to mind: although 
turnover is often looked at as a problem (e .g. higher costs, reduced 
service), it is likely more an effect of a la rger root cause (e.g. poor pay, 
undesirable \:vork environment, inadequate hiring practices etc.). 
Although it is the author's opinion that optimism is a cause (i.e. 
competency) rather than an effect, further research is needed to validate 
this theory. Regardless of optimism's role as cause or effect , two points 
should be made. First, one can be an outstanding manager without this 
trait, as evidenced by Sunny's assistant controller. Second, it should be 
reiterated that traits might be altered through training, so some one who 
does not have an optimistic view of the world, may look at things in a 
more affirming way with effective training. 
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Face-to-face Communication. The hospitality industry is one of the most 
labor-intensive industries in the world. It stands to reason, therefore, 
that good communication skills is an important competency. Since 
much of the communication, both with employees and customers 
involves direct interaction, face-to-face communication is even more 
·meaningful than possibly other forms of communication . Although the 
category of the manager being interviewed \vas not disclosed at the time 
of the interview, it often became apparent which managers were superior 
or average. This \Vas deduced from not only \vhat incidents each 
manager described, but also from the way in which a manager was able 
to communicate their details, feelings and events in a more engaging and 
effective fashion . The outstanding managers also had more to say . 
Their intervie1.vs generally ran 20 minutes longer, possibly due to their 
desire and/ or ability to provide ample data. Evidence of this competency 
is supported by three additional sources. First, the expert panel for this 
study validated the importance of face-to-face communication. Second, 
Kouzes and Posner identify the communication competency as one of the 
shared factors in leaders (Kouzes and Posner, 1995). Third, as noted 
later in this chapter, Kay and Russette identified face-to-face 
communication as an important competency in their hotel study (2000). 
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Self-learning. The superior-performing managers illustrated the 
competency to learn from their own mistakes- taking that knowledge 
and using it to improve their ability to perform better in the future. This 
competency is reflected in an anecdote told by James Burke, past 
chairman of the board and Chief Operating Officer for Johnson and 
Johnson, a multi-billion dollar pharmaceutical and products company 
(e.g. maker of Tylenol). Early in his career, Burke experimented with 
three new products a ll of which failed. He was called into the office of 
Robert Johnson (a.k.a. The General), convinced he was about to be fired. 
"Much to his surprise, the General congratulated him on his attempt to 
create the new business line. He said, What business is all about is 
making decisions, and you don't make decisions without making 
mistakes. Now don't ever make that mistake again, but please make 
sure you make other mistakes'" (Tedlow, 1989). Underlying the 
General's advice to James Burke is the ability to make decisions and 
learn from one's mistakes, a lesson Burke continued to tell others as a 
leader in business. 
This competency of learning from one's mistakes is also related to 
the work conducted by Briscoe and Hall ( 1999) . Their roundtable 
competency discussion of 31 North American organizations led them to 
focus on a different approach to developing competencies- one of the 
approaches is continuous learning. "A continuous learning approach 
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would focus primarily on helping executives 'learn how to learn'" (Brisco 
and Hall , 1999) . This competency of 'learning how to learn' is very 
similar to 'learning from one's mistakes,' a competency uncovered in this 
study through thematic analysis. 
g. Category Competency Analysis. To determine the impact of different 
criteria in developing the model and the data were broken down and 
reviewed by category, including position, hotel, front and back-of-house, 
gender, m anagerial level and department . For each category, the data 
were reviewed in the aggregate, as well as broken dO\:vn by superior 
versus average-performing managers within each category. For example , 
a ll front-of-house (FOH) managers (both average and outstanding) were 
compared to a ll back-of-house (BOH) managers. The data \vas further 
subdivided to look at just FOH superior managers versus FOH average 
managers, and BOH superior managers versus BOH average managers. 
Sub-categories with different numbers of managers were weighted 
proportionately for equal comparisons (e.g. when comparing the total 
observations of four managers versus five managers, the four-manager 
total was multiplied by 1.25 for more just analysis). This additional level 
of review was conducted to uncover any possible trends that might be 
evidenced by managers in particular kinds of positions and that might be 
missed by looking only at the data in aggregate. 
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This analysis has potential implications for future research. If an 
operational demographic, such as department or management level, has 
a greater impact on the competency model, a hotel company should 
consider that impact when creating separate models for other 
management positions. Alternatively, if one overall model is used , the 
compa ny should be a ttent ive to the emphasis on one competency and 
a djust use of th e m odel for the position in which success relies m ore 
heavily on other competencies. 
For most of the categories, there was not a definitive difference to 
report. While there was differences with front of house versus back of 
house and different positions, there was no difference betv,reen 
managerial level and gender. For example, there was not a no t iceable 
difference in the competencies exhibited by executive commi ttee (EC) 
managers compared to d epartment head (DH) managers. This could be 
due to the similar nature of work and scope between the two groups (for 
example , in some cases DH manager oversees more employees than EC, 
such as with Directors of Housekeeping and Assistant Controllers). One 
area evidencing a difference, however, was between front-of-house and 
back -of-house positions. 
Front of House us. Back of House (and Department) Comparisons. 
The majority of competencies v,rere not influenced when comparing front-
of-house (FOH) and back-of-house (BOH) positions. For example, there 
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was little difference betvireen the groups in achievement orientation (27 
and 25 observations, respectively), organizational awareness (16 and 15) 
and teamwork (both 14). However, FOH showed a greater level of 
Customer Service Orientation (26 to 18) and Team Leadership (13 to 4). 
Since FOH, by definition, has much greater interaction with customers, it 
is logical that the critical incidents described by FOH managers are more 
customer-based and therefore that this competency is much more 
prevalent with FOH managers than with BOH managers. Similarly, since 
the nature of a hotel's service delivery system requires many more 
employees in the FOH than in the BOH, FOH managers had the largest 
departments, requiring greater emphasis on team leadership skills. 
The BOH managers exhibited four competencies to a greater degree 
than their FOH counterparts: interpersonal understa nding (26 and 18 
observations, respectively), developing others (25 and 16), information 
seeking (28 and 18) and analytic thinking (23 and 12). Again, a primary 
reason for these differences appears to be the nature of the positions. 
The major focus of a human resource (HR) manager's role is the hotel's 
employees, which would indicate an emphasis on d eveloping others, 
interpersonal understanding and information seeking. Out of the 18 
managers interviewed, the two HR managers displayed the highest level 
of these competencies, with developing others at 13, interpersonal 
understanding at 9 and information seeking at 11 observations. A major 
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part of the responsibilities of the controller and director of engineering is 
analyzing figures and data to better understand a hotel's financial 
situation and applying the findings in planning for the future. These 
three managers (two assistant controllers and one engineer) exhibited 
more than half (10 of 19) of the observations for the analytical thinking 
competency. Interestingly, one assistant controller, categorized as 
average-performance manager, displayed this skill more than any other 
manager interviewed (4 times). 
There are three implications for these findings. First, different 
areas require a higher level of emphasis on particular competencies. For 
example, although almost all managers exhibited a customer service 
orientation, it appears front-of-house managers should be even more 
adroit at this competency. Second, \vithin BOH and FOH areas, different 
managerial positions should possess specific competencies. For 
example, the competency of analytical thinking (which includes 
planning), observed in all nine superior performing managers but in only 
three of the average performing managers, is particularly important to 
con trollers and engineers. Similarly, developing others, interpersonal 
understanding and information seeking are particularly relevant to 
human resource managers. 
Third, although a manager may exhibit a particular strength in one 
skill, even if it is a skill important for that position, success in that one 
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competency does not define overall superior performance. For exa mple, 
Peak's hotel Human Resource manager explained that although Peak 
hotel's assistant controller was adept in analy tic skills, his lack of 
competency in several "softer, people-oriented" competencies, such as 
developing others, team leadership, and interpersonal understanding, 
hindered his overall effectiveness. This philosophy is reinforced when 
comparing the Peak's assistant controller to Sunny 's superior-performing 
assistant controller. Although Peak's assistant controller exhibited the 
analytic competency more times than the Sunny assistant controller (4 
versus 3), the Sunny manager scored higher in developing others (4 
versus 0), personal effectiveness cluster (6 versus 2) and helping and 
human services clus ter (4 versus 1). The Pea k m a n age r's overa ll 
composite of persona l competen cies was not as inclusive a s the Sunny . 
manager's. Thus, it is important to a cknmvledge that a m a nager 's 
performance level is determined by their total combination of 
competencies and not just one, as the assistant controller comparison 
demonstrates. 
Since competency models can highlight potential weak points in a 
manager, this research can help a company strengthen the overall 
effectiveness of both average and superior managers with mentoring and 
individualized training programs. Using the data presented above as a 
learning point, an average controller who performs his analytic tasks 
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admirably but is an overall average performer, may participate in 
specific, targeted training in his weaker skill sets to improve his overall 
effectiveness. People tend to focus on their strengths. A competency 
model that enables a person to also focus on areas that need 
improvement, such as interpersonal understanding and ability to develop 
others for Peak's assistant controller, may result in marked improvement 
and a greater asset to the manager, the employees in his department and 
the organization as a whole. 
h. Excluded Competencies. To better understand this competency model, 
it is important to understand not only the rationale as to why certain 
competencies were included, such as honesty and face-to-face 
communication (discussed in section f above), but also possible 
explanations as to why certain competencies were excluded from the 
model. Three known competencies presented in the McBer Competency 
Dictionary (Spencer and Spencer, 1993) not present in this model 
include conceptual thinking, relationship building, and organizational 
commitment. The following is a discussion as to their absence in this 
model: 
Conceptual thinking. In stark contrast to analytical thinking, which was 
exhibited in all nine superior-performing managers for a total of 21 
observations, conceptual thinking was noted only in three managers, 
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appearing a total of four times. Initially, the author assumed there 
would be a relatively even split between analytical thinking 
(understanding a situation by breaking it into smaller parts , such as 
analyzing problems and planning) and conceptual thinking 
(understanding a situation by putting the pieces together (pattern 
recognition, problem definition and ability to generate theories), and that 
superior-performing managers would need to "see the big picture" to be 
successful. In analyzing the actual roles of operational managers, this 
study found that very little day-to-day work requires conceptual 
thinking. Thus, rather than needing to define the problem, the problems 
are usually self-evident (e.g. service failure, lack of training, etc), and the 
focus for managers, therefore is on analyzing the problems for acceptable 
solutions. Most of the conceptual thinking, such as pattern recognition 
for strategic decisions, is most likely conducted at the corporate level, 
and perhaps by the general manager at the hotel level, and is, therefore, 
not critical for the success of a department head or executive committee 
member. This is an excellent example of the way in which the behavior-
event-interview technique uncovers assumptions that lead to potential 
errors in survey-style research. 
Relationship Building is another competency that at the onset the author 
assumed would be part of the model. Defined as "working to build or 
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maintain friendly relationships with contacts who are or will be useful in 
achieving work-related goals," this competency includes networking, 
developing contacts and the ability to establish rapport (Spencer and 
Spencer, 1993). Since most hotels' management teams are relatively 
small and organizationally flat (as opposed to hierarchical), there is little 
need to network to achieve work goals. Three pieces of evidence support 
this idea. First, since many of the superior- performing managers 
exhibited organizational awareness competency, "an individual's ability 
to understand the power relationship in his or her own organization, 
other organizations, or the organization's role in the larger world" 
(Spencer and Spencer, 1993), and a lso exhibited teamwork and 
cooperation competencies, there may not be a need to demonstrate 
relationship building as well. Second, both through personal experience 
both during a career in hotel operations and in observing the managers 
from all three hotels express genuine affinity towards their managerial 
colleagues, the author found that the natural friendships and teamwork 
are often viewed generally as part of an organization's culture rather than 
a necessary personal competency. Third, as discussed later in this 
chapter, the only previous behavior-event-interview based competency 
study also omitted this competency from the resulting model. Again, this 
illustrates the ability of the BEI methodology to look at real, and not 
espoused, competencies that are important for success. 
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Organizational Commitment. Organizational commitment, the individual's 
ability and willingness to align his or her own behavior with the needs 
and priorities of the organization (Spencer and Spencer, 1993), is the 
only competency that v:.ras observed in six of the nine outstanding 
managers, falling one manager short of this study's minimum 
requirement for inclusion in the model. This does not imply that this 
competency is neither worthwhile nor meaningful. That one third of the 
mangers did not exhibit this competency indicates, however, that it is not 
a requirement for superior performance. 
Although the first two excluded competencies, conceptual thinking 
and relationship building, are, upon further analysis, rightfully not 
included in the model, there is m ore room for discu ssion about the 
possibility of including organizational commitment in this model . First, 
organizational commitment was observed in enough of the outstanding 
managers to be on the cusp of inclusion in the model. Two- thirds of the 
managers displayed this competency, indicating this competency has 
certain relevance and consequently might legitimately be included. 
Second, it could be argued that if managers were hired with a personal 
vision already aligned with the organization's mission, there was no need 
for those managers to align their behavior, since their actions and 
attitudes are already in alignment. Thus, a willingness to come into 
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alignment may not have been illustrated during the interview process, 
simply because it was not necessary. Third, with the high employee 
turnover rate in the hotel industry, finding and keeping a manager with 
organizational commitment is valuable to the hotel. Such value is 
evidenced by the willingness of the Peak hotel's human resource 
manager and restaurant manager who were willing to temporarily 
relocate to other Peak properties when needed. Although organizational 
commitment was not included in this model, there is enough ambiguity 
to revisit this competency in conducting future research. 
2. Analvsis of Data Collection Methodology. 
The process of conducting the behavior event interviews, from setting up 
the interviews, conducting the interviews, coding the data and analyzing 
the results was successful and engaging. This section presents 
reflections and analysis of this research process and, where appropriate, 
implications for further research. 
a. Setting up the interviews. For Sunny hotel, the first property studied, 
the general manager provided a list of managers who would participate in 
the study with their respective departments. The general manager did 
not provide any indication of the managers' performance status (average 
or superior). While the author was unaware of performance status at the 
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time, the process of setting up each of the six interviews, however, 
resulted in a foreshadowing of each manager's performance leve l. The 
three outstanding managers were easy to contact: they all picked up 
their o\vn telephone extensions on the first call to each department, were 
gracious and genuinely happy to set up interview times within two 
weeks. The average performing managers vire re much more difficult to 
contact. Messages were left for all three managers; none of them call ed 
back. Two of the m a nagers vvere reached eventually after two and three 
more calls each. The third average-performing manager first refused to 
be interviewed, stating he was too busy . He questioned whether there 
were other executive committee (EC) members being intervie\ved, and 
only afte r learning there were other EC managers involved in the study, 
did he acquiesce, for just one hour, three weeks a fter the rest of the 
managers had been interviewed. A noticeable difference in effort 
between the two groups of managers was required just to arrange for the 
interviews. 
The human resource managers of the other two hotels arranged 
the interviews and e-mailed a pre-arranged schedule . The interviews 
were established as requested- no more than two in one day, and within 
a one to two week period, depending upon the availability of each 
manager. This was a much more efficient and streamlined process. 
Although scheduling the interviews personally provided some insight into 
each manager's ability or willingness to participate in the study, future 
studies should incorporate the aid of senior management. 
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b. Conducting the Behavior Event Interviews (BE!)- Spencer and Spencer 
( 1993) provide an excellent process for gathering the critical incident 
data. A detailed outline of the process, from preparation to reflecting on 
the interviewee's surroundings and overall impressions, provide a 
roadmap to conduct the interview a nd collect the necessary da ta 
successfully (Appendix B). There is no aspect of the process designed by 
Spencer and Spencer ( 1993) that should be altered. Creating this 
process after developing more than 200 models, Boyatzis, Spencer and 
Spencer and their colleagues at McBer have continuously refined and 
improved the BEI methodology. This study did not uncover any glitches 
that should be refined. On the contrary, follm;ving highlights a few points 
particularly helpful in this study that may be beneficial should be 
highlighted for future researchers: 
• Memorize and understand the intent of the five-point BEI outline 
presented in Appendix A. Memorizing the script allows the 
interviewer to obtain the critical information without worrying 
about missing something. In addition, if the conversations go off 
on tangents, understanding not only what to ask, but also why 
each part of the interview is included, enables the interviewer to 
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get back on track from digression wit relative ease . The researcher 
was surprised how smoothly even the first interview went using 
this proven process. 
• Use the written consent form as an icebreaker at the beginning of 
the interview. The consent form is an excellent tool to reinforce the 
purpose of the study and anonymity of each individual's 
responses. A written script also ensures that the terms 
"competencies," "skills," and "traits" are not used. Such tern1s 
might influence the interviewee, who may be tempted to "give 
responses considered desirable ... " (Nickerson, 1993, p . 52). 
• Be sure the interviewer is not informed of each manager's category 
(i. e . superior or average) until after the data has been collected. 
"Blind" intervie'iving helps eliminate any potential bias that could 
data for desired outcomes. Although bias is never completely 
eliminated from qualitative studies, blind interviewing can help 
reduce one potential cause of bias. 
• Use "movie clip" visualization to elicit detailed descriptions of 
events. When a manager was having a difficult time 
communicating the details of a critical incident, explaining that he 
or she should "provide sufficient detail so you could stage a 
videotape (with voice-over for the interviewee's thoughts) of the 
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incident ... " (Spencer and Spencer, 1993, p. 124), provided a 
framework for managers to gather their thoughts and explain their 
ideas and examples. 
• Record the interviews and transcribe them to capture the details 
necessary to code the sessions. Without audio recordings and 
transcriptions, too many specifics could be lost. In addition, by 
not having to concentrate on note taking, the interviewer can 
engage the manager more fully, resulting in a better rapport and 
yielding more information. 
• When a manager runs out of critical incidents, ask him or her to 
describe characteristics, skills and knowledge needed to do his or 
her job. Follow up these descriptions by asking for examples. This 
process always yielded additional incidents to explore . 
c. Good I Average versus Poor Language. When first meeting with senior 
management to discuss the project, using the phrase superior versus 
average performing managers was received more readily than superior 
versus poor managers. Meeting with one of the general managers, 
Spencer and Spencer (1993, p. 96) accurately predicted his response that 
there were no poor managers, assumedly because poor managers, if ever 
hired, don't last very long. Asking for 'average' managers, however, was 
acceptable, because there was an understanding that average 
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performance translated to good performance, which was politically 
acceptable when comparison was being made to the organization's noted 
superstars. Asking for average performers also outlines the minimum 
acceptable competencies or threshold competencies that are required for 
hiring. An organization does not need a competency model to identify 
poor performance. It makes sense to begin at an acceptable level and 
then distinguish competencies that determine outstanding levels of 
performance . 
d. Reflection Time. Setting time immediately after each interview to 
reflect upon the session and record impressions yielded additional data. 
For example, the competency of passion was developed not only as a 
direct result of interviewees' answers, but also by going back and 
noticing a trend of passion that the author identified within the 
expression, tone and body language of several managers when they 
discussed their jobs. Future researchers should plan to build in 
reflection time immediately following each interview when creating the 
schedule. 
e . Data Coding Synergy. Using the McBer Competency Dictionary 
(Spencer and Spencer, 1993) to code known competencies in 
combination with thematic analysis to code additional competencies 
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uncovered the critical competencies for a competency model more 
thoroughly than would a process by which each method was used 
independently . The McBer dictiona ry was a very effective tool for three 
reasons. First, the dictionary makes coding transcrip ts easier by 
grouping similar competencies in clusters . Second, the dictionary 
includes clear definitions of each competency, making it a user-friendly 
source. Third, th e dictionary includes several examples of how ea ch 
competency is exhibited, ,~rhich adds depth to understa nding each 
competency. For example, achievement orientation includes results 
orientation, concern for standards, focus on improvement and optimizing 
use of resources (Spencer and Spencer, 1993). Use of a validated 
competency dictionary is highly r ecommended for future resea rchers to 
eliminate "r einventing the wheel"- if a vocabulary of established a nd 
common competencies exists, recreating the '.vork is expensive and time 
consuming without much benefit. Using the competency dictionary 
alone, however, opens the possibility of missing critical competencies, 
not present in the dictionary but necessary in the position being 
examined. Thus thematic analysis is necessary to identify additional 
competencies. It is, therefore, important to use both coding tools 
together to create the most accurate model. 
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f. Organizational Input- participant selection & effectiveness criteria. For 
the model to be both useful and meaningful for a company, senior 
management must be involved in recruiting participants for the study. 
Senior management knows which personnel will make the best subjects. 
Their involvement will also demonstrate the importance of the project 
and will usually result in the highest level of participation and 
willingness by managers . Based on personal experience, a directive sent 
by a corporate office or owner without the acceptance of senior 
management often results in resistance, time delays and difficulty in 
collecting data. Although the benefits far outweigh any detriments of 
senior management selecting participants, there are a couple caveats 
about which a researcher should be aware . 
First, the total make-up of subjects may not be balanced 
representation of the operation. Since the purpose was to select subjects 
that would best reflect superior and average-performing managers, 
category comparisons beyond average versus superior may not be equal. 
In this study, departmental representation was skewed, with seven from 
food and beverage areas, four from rooms departments, two each from 
accounting, sales, human resources and one from engineering, thus 
making interdepartmental comparisons difficult. Even when the 
numbers are relatively close , one must be cautious in comparisons. For 
example in this study, 10 of the managers were men and eight were 
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women. When considering gender in combination with performance 
level, s even of the nine average managers were m en, and six of the nine 
outstanding managers were women, making generalizations based on 
gender potentially misleading because the difference due to gender m ay 
be caused by a different variable (i.e . performance levels of the two 
groups). Although average versus superior performance is the emphasis 
for comparing different groups in this stu dy, a study considering a group 
of managers selected as a balanced representation of the operation may 
lead to additional insights . 
Second, since the general manager and director of human 
resources are selecting the participants, they a re, by defa ult, a lso 
influencing the definition of superior and average performance. Their 
personnel selection a nd corresponding performance rating becomes the 
standard by \vhich the mod el is based. Selection of managers for the 
study was done using not only the organization's official perform ance 
criteria (e .g. formal evaluations) 21 , but also the subjective views of the 
senior managers. For example, at the Eagle hotel , before being informed 
of each manager's category, the author assessed the ratings of four of the 
managers interviewed, accurately two of the outstanding managers and 
two of the average managers. With regard to the last pair of managers , 
21 Due to confidentiality and the sensitive namre of evaluation material , the performance appraisal criteria 
of the hotels were not released for this study, however the management from each hotel used internal data 
in selecting and categorizing participants. 
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the author speculated incorrectly that the director of housekeeping was 
superior and the director of engineering was average performing. This 
initial view was because the director of housekeeping had won an award 
for service (a framed certificate was on her wall), and the director of 
engineering did not display the same level of customer service orientation 
as the other superior performing managers. A sen ior corporate officer 
also supported the view of th e author. The rationale of the Eagle's 
general m a nager and director of human resources for identifying the 
director of engineering as superior rather than the director of 
housekeeping is that although the director of housekeeping was very 
competent in her department, she had very little impact on the rest of the 
hotel, while the engineer 's contributions and competen cies positively 
influenced operations, employees and results beyond th e scope of his 
departmental responsibilitie s. 
Much of bias of senior managers self-selecting the participants for 
this study is mitigated, however, by involving three different managers 
from three different corporate cultures . In order for a competency to be 
included in the model, it had to be apparent in not only one company, 
but evident in outstanding managers from a ll three hotels . The 
balancing perspective of three different views of outstanding performance 
by senior managers eliminates the predisposition of only one person's 
perspective. 
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Future researchers must, therefore, be aware of the impact a 
senior manager's perspective will have on model development. Different 
senior managers may weigh other factors that ultimately define superior 
and average performance. If Eagle's human resource manager did not 
take "outside departmental influence" into account, other personnel may 
have been selected for the study. (Conversely, if the other two hotels did 
take this criterion into account, their selection of subjects might have 
changed. In fact, Sunny's general manager placed an emphasis on those 
managers who were also perceived as having more potential for 
promotion in the company.) Participation of different subjects in the 
study, (even though may be considered superior performers), might also 
result in the development of a slightly different model, due to variations 
in the competencies established by a different group of managers. A 
larger group of participants might also mitigate any fluctuations due to 
smaller sample sizes. 
Even more important than the selection of study participants, is 
definition of the right performance effectiveness criteria (Spencer and 
Spencer, 1993, p. 95). While choosing different personnel might alter the 
model outcome slightly due to differences as in individuals' 
competencies, the correct definition of superior performance is at the 
core of shaping the model's outcome . Selecting the wrong criteria will 
result in a model that does not indicate the competencies likely to 
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achieve desired (outstanding) outcomes. "The best way to be absolutely 
sure you have identified the best superstars is to use several criteria and 
select only those people who are rated highly on all criteria" (Spencer and 
Spencer, 1993, p. 97). As the earlier example of the two assistant 
controllers demonstrated, indicators of both teamwork and achieving 
fiscal goals results in one manager being identified a s superior while the 
other manager, lacking in high employee feedback ra nkings, attains an 
average performance rating. 
Although qualitative studies by nature have human bias, a 
company that is developing its own model should use a consensus 
approach involving several senior managers (including corporate office) to 
ensure there is both the right criteria and the most appropriate su bjects. 
The right criteria are the measurable results desired by the organization. 
The right participants are those managers that have excelled in meeting 
the desired criteria. Using several senior managers to define the criteria 
and identify the subjects can help eliminate too much influence from one 
person . Consequently, a collaborative senior management approach will 
likely result in the most appropriate foundation for developing of a 
competency model best suited for an organization. 
g. Expert Panel. The process of validating the research was a necessary 
component. First, it required the author to crystallize and succinctly 
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explain the purpose, process and results of the study to an impartial 
group. Second, it provided a forum to discuss the process and results of 
the study in a non-threatening atmosphere. Third, and most 
importantly, it validated the results of the study, reinforcing both the 
methodology and the outcome of the project. Finally, the panel members 
provided insights for the author. For example, this study's findings 
correlated with one panel member's own research, which showed there is 
a greater emphasis on teamwork and leadership competencies in 
successful businesses and less towards impact and influence and 
directiveness competencies. Another panel member approved of the 
focus on executive committee analysis, which had not been studied as 
much as general manager positions or front line employees. Another 
panel member found the results useful as a benchmark for hotel 
companies to compare against their own human resource models. 
3. Comparison to Previous Hospitality Competency Model Research 
There are two previous studies that warrant comparisons to this 
study. The first is the 1991 Holiday Inn study. This is the only 
hospitality study that was also based on behavioral event inte~iews. 
Although it was produced over a decade ago, examination of the Holiday 
Inn study affords the opportunity to compare results obtained from 
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similar research methods . The second model to benchmark against this 
study is the Kay and Russette research . The Kay and Russette 
undertaking was the most comprehensive of the hospitality studies . It 
includes three operational depa rtments a nd incorporates previous 
survey-based studies. Moreover, it was produced only two years ago. 
Because it was a survey-based study, it allow s the opportu nity to 
compare a n d contrast results derived from tv•.ro d isparate research 
methodologies. 
a. Holiday Inn model. Ten years and an ocean apart, this study and that 
conducted by Holiday Inn, United Kingdom, provide a n interesting 
comparison. The process for developing the models was essentially the 
same; at Holiday Inn, "high and low performers were selected by 
management for beh avioural22 event interviews \Vith extern a l 
consultants. Through prompting, they described career highlights , job 
challenges a nd difficulties in behavioural terms, which enabled 
characteristics and patterns to emerge" (Ashton, 1996). Similar to the 
way in which the expert panel was involved to validate this study, 
Holiday Inn validated and refined its research relying on staff from the 
organization's headquarters . Holiday Inn identified nine competencies 
relevant for their model, including "customer service orientation, 
22 British spelling 
197 
flexibility, commitment to organizational values, achievement orientation, 
initiative and proactivity, organizational influence, creative problem 
solving, enablement, and developing others" (Ashton, 1996) . 
The differences between the two studies provide interesting 
comparisons. This study yielded 15 competencies compared to Holiday 
Inn's nine. Four competencies appeared in both models: customer 
service orientation, achievemen t orientation, initiative and developing 
others. These four competencies were a m ong the most observed 
competencies in this study. A fifth Holiday Inn competency, creative 
problem solving, defined as "identifying patterns in problem situations 
that are not obviously related and achieving solutions" (Ashton 1996), 
may be interpreted as a combination of two competencies in this study: 
information seeking and analytical skills. A sixth Holiday Inn 
competency, enablement, is defined as "inspiring accep tance of added 
responsibilitie s and accountabilities" (Ashton , 1996) , appears to reflect 
the competency in this study entitled team leadership- leading a group 's 
vision, motivation and building a sense of purpose. It also mirrors the 
trend of the early 1990's by many hotel companies to embrace the 
concept of empowerment - which is creating an environment for 
employees to go beyond their normal duties to solve customers' problems 
without first seeking management's permission. 
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The remaining three Holiday Inn competencies, flexibility, 
commitment to organizational values and organizational influence, were 
not part of this study's model. Eight of the nine Holiday Inn 
competencies are included in the McBer dictionary, the only addition 
being enablement. The competencies absent from the Holiday Inn model 
but part of this model include interpersonal understanding, teamwork, 
self-control, self-confidence, face-to-face communication, self- learning, 
optimism and passion . The first four of these competencies are also 
included in the McBer dictionary, while the last four were developed 
through thematic coding. 
Comparing the two studies shows several similarities. First, most 
of Holiday Inn's competencies are also found in this study in some form. 
Considering that both studies focused on full service hotels and used th e 
same research methodologies, this similarity appears reasonable . 
Second, the language of the competency terminology is the same. 
Similarity of language is a probable result of using the same competency 
dictionary. 
Although there is insufficient data to determine the reasons for 
differing outcomes, there are two major variations that could have an 
impact on the results of the two studies: scope and purpose of each 
project. In terms of scope, the Holiday Inn study was based on one 
organization's view, while this study incorporated the influence of three 
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separate companies. With a singular focus on one corporate culture, 
Holiday Inn used their set of effective predictors of job performance 
relative to key organizational criteria (Ashton, 1996). This model 
incorporated the definitions of superior performance shaped by general 
managers of three different organizations, each emphasizing 
organizational criteria important to their respective companies23 . 
The divergent purposes of the two studies may also explain the 
different outcomes. The Holiday Inn project \vas designed by Holiday Inn 
solely for implementation within that company. The outcome of the 
Holiday Inn study was altered by feedback from employee focus groups, 
not only to adjust design of the competency model, but also to address 
the political necessity of obtaining front-end buy-in for successful 
implementation of the model. Carol Chapman , Holiday Inn director of 
Compensation and Benefits, states, "The exercises [of the focus groups] 
were as much about communicating the message as model design" 
(Ashton, 1996). There is also no mention which of the nine competencies 
listed in the Holiday Inn study are more important or if they are equally 
weighted in terms of importance. In contrast, this study was designed as 
a generic model to be adapted and implemented by any full service hotel 
23 For a greater explanation of the impact of the different companies, please refer to the earli er portion of 
this chapter- section 2f- Organizational Input. 
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organization. It also illustrated which competencies in the model were 
the most important. With the absence of a need for political "buy-in", it 
was not necessary to alter or adjust the results of the study or the 
competency model. This study builds on an additional ten years of 
competency model research since the Holiday Inn project. The inclusion 
of three hotel companies, additional thematic analysis, supplementary 
competency model theory and review by an impartial expert panel 
furthers the hotel competency research conducted by Holiday Jnn over 
ten years ago. 
b. Kay and Russette Model. 
The Kay and Russette (K&R) study and this study both focused on 
competencies for hotel managers. Many of the similarities, however, end 
there - the participant sample, research methodology, theoretical 
fran1ework, data treatment, results and purposes differ between the two 
studies. This section compares the differences between the two projects, 
providing a summary of key elements and implications for application. 
Sample. The population for Kay & Russette's (K & R) study was a 
convenience sample drawn from 19 properties with more than 100 guest 
rooms and 100 employees in the Palm Beach, Florida area, representing 
mostly full-service and resort properties24 (Kay and Russette, 2000). 
24 One limited-service hotel was included in the survey. 
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Fifty-two managers, at the director level, assistant general manager or 
general manager level, representing the functional areas of food and 
beverage, sales and front desk, participated in the study. The K & R 
study surveyed an average of 2.7 managers per hotel (2000). Although 
Kay and Russette stated they specifically wanted director-level managers , 
as general managers have often been well represented in previous 
studies, over one-third of the participants were assistant general 
managers or general managers (2000). 
This study focused on three full-service hotels in the northeast, 
each from a different hotel company with national and international 
presence. Although Kay and Russette included 19 properties, 
insufficient information is provided to determine how many separate 
hotel companies and hotel chains were involved in the sample. This 
study inclu.ded interviews with six department head or executive 
committee level managers (no general managers) from each hotel, 
compared to an average of 2.7 managers per hotel in the Kay and 
Russette study. Rather than three functional areas, this study collected 
data from six divisional areas, representing 13 managerial positions. In 
addition, rather than specifying which functional areas must participate 
in the study as prescribed in the Kay and Russette project, this study 
encouraged general managers to select participants based on their 
performance level, regardless of their operational department. The 
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differences in sample population alone (property selection, affiliate 
organizations, geographic placement, department and managerial level of 
participants), all contribute to divergent outcomes in the two studies. 
Research methodology. One of the major differences between the 
two studies is the research methodology. Kay and Russette (K & R) 
employed a quan titative process, surveying 52 managers with 
standardized instruments, using a different survey for each functional 
area (Kay and Russette, 2000) . Adopting the survey design from Tas' 
1996 hotel competency study, K & R asked each subject to rate the level 
of importance (1-5) of each listed competency, "as well as identifying to 
what extent those competencies are being applied," again on a scale of 
one to five (2000). This K & R took advantage of the many benefits of a 
survey-based study, \vhich allm:vs for "quick collection of sufficient data 
for statistical analyses" (Spencer and Spencer, 1993, p . 101). 
This study stands in stark contrast to the Kay and Russette 
approach. Employing a qualitative process, the behavior event interview 
methodology allows for in-depth probing of competencies based on actual 
experiences of those interviewed. Both superior and average managers 
were interviewed and asked to describe, in great detail, situations in 
which they were particularly effective and situations in which they were 
ineffective. After transcribing, coding and analyzing the interviews, 
critical competencies that distinguish star performance from average 
performance were identified (Dubois, 1993, p . 77). 
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The behavior event interview process overcomes three of the 
limitations inherent in a survey-based approach. First, competencies 
listed on surveys are predetermined, including competencies that are not 
relevant, as well as potentially omitting important competencies. 
Second, the group surveyed may be composed of below average 
performers, so their input may not necessarily be desirable. Third, 
surveys do not differentiate between superior and average performance 
and consequently the result could be a competency model of threshold 
levels rather than superior performance levels . As explained throughout 
this project, the behavior event interview methodology overcomes these 
restrictions, resulting in a more accurate, realistic representation of the 
competencies required for success. 
Theoretical Framework. The underlying framework for constructing 
the Kay and Russette survey was Sandwith's conceptual model, which 
was adapted using Tas' survey design in his 1996 hotel competency 
study (Kay and Russette , 2000). Sandwith's model groups competencies 
into five domains: conceptual-creative, leadership, interpersonal, 
administrative and technical. In each domain, competency statements 
are presented and the subjects rate the statements in terms of 
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importance and application. In the leadership domain, the survey 
participants rate statements such as, "operates effectively and calmly 
under pressure or in crisis situations, and develops positive customer 
relations" (2000). For the interpersonal domain, "interacts smoothly with 
a wide variety of people" and "manages guest problems with 
understanding and sensitivity," are assessed (2000). Although the 
groupings are different, Sandwith's concept of grouping competencies 
into domains is similar to McBer's competency clusters (achievement and 
action, helping and human service, impact and influence, managerial, 
cognitive and personal effectiveness). 
The major difference between the two studies, however, is that 
while Kay and Russette use a survey approach , this study is based on 
the espoused versus actual theory. The espoused versus actual theory 
states, "what people think or say about their motives or skills is not 
credible. Only what they actually do, in the most critical incidents they 
have faced, is to be believed" (Spencer and Spencer, 1993, p.115). 
Harvard's psychologist Chris Argyris supports this philosophy, stating 
that people's "espoused theories of action" (what they say they do) bear 
no relation to their theories in use (what they actually do)" (Spencer and 
Spencer, 1993, p. 115). 
Unlike the Kay and Russette study, this study is also supported by 
the grounded theory approach to research. "Grounded theory depends 
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on methods that take the researcher into and close to the real world so 
that the results and findings are 'grounded' in the empirical world 
(Patton, 1990). Both the espoused theory and grounded theory support 
McBer's behavior event interview process (BEI). The BEI process enables 
the researcher to collect empirical data from actual experiences, rather 
than espoused theories using a pre-determined survey. 
Data Treatment. Since the data collection and underlying theories 
of each study differ, the data from each study require different treatment. 
The Kay and Russette survey-based data were analyzed using statistical 
tools. The instruments were tested for reliability, competencies were 
tallied and chi-square analysis was performed to determine if different 
variables, such as property demographics or respondent characteristics 
(functional area, gender, age, etc .) influenced survey outcomes . In 
addition, with a large enough pool of participants, similarities and 
differences can be determined to identify competencies that apply to all 
functional areas and management levels, just one specific functional 
area, or some combination (Kay and Russette, 2000). 
This study's qualitative data require very different treatment. 
Subject interviews were recorded, transcribed and coded to identify 
actual competencies required to achieve superior level performance, as 
contrasted to those competencies required for threshold level 
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performance. This rich source of data, time consuming to analyze, is not 
available in a survey-based approach. Although the population of the 
study is small, some statistical analysis can be applied in this study, 
such as comparing responses in the aggregate and by percent, based on 
hotel, performance level and department. 
Results. The Kay and Russette findings were presented in a variety 
of ways: across functional areas, across management levels, based on 
competencies specific to individual functional areas and individual 
management levels, and accounting for demographic and respondent 
characteristic effect on competency ratings. The one presentation that is 
most appropriate to compare against this study, is Kay and Russette's 
summary of "essential competencies"25 that span all functional areas and 
management levels. This compilation most aptly reflects the results of 
this study in terms of applicability regardless of respondent 
demographics, providing the closest comparison possible between the 
two studies. For a review of the competency model created by each 
project, refer to Table 2-2 for the Kay and Russette study and Table 4-1 
for this study. 
25 Kay and Russette define essential as receiving a score of 4.5 and higher on a Likert-style rating of one 
(lowest) to five (highest) in terms of importance. Essential competencies was initially coined by Tas in 
1988 (Kay and Russette, 2000). 
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Kay and Russette (K & R) identified 18 competencies that applied 
across all functional areas and management levels, compared to 15 in 
this study (if threshold competencies are also included , the number of 
competencies identified in this study is also 18) . Table 5-2 illustrates the 
breakdown of domain and cluster competencies for each model. The 
Table 5.2 . Number of Competencies in Domain and Cluster Groups 
Kay & Russette Domains No. McBer Clusters I No. 
Leadership* 12 Achievement & Action 3 
Customer-centered 5 Helping & Human Services I 2 
I I I I 
Role-modeling 5 Impact & Influence 1 
Ethical 1 I Managerial 3 
Trust 1 Cognitive 2 
1 
Technical 1 Personal Effectiveness ') .L 
-"-' 
Interpersonal 4 Additional** r-;:) 
Conceptual 1 
Total No. Competencies 18 Total No . Competencies 18 
* Note: The Leadership domain is subdivided into four categories 
**Note: Additional competencies were developed in this study 
through thematic analysis. Additional competencies were not part of the 
McBer dictionary. 
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leadership domain, with 12 competencies, is broken down into four 
subcategories. The administrative domain is not listed because it had no 
competencies that were applicable to all functional areas and 
management levels. Since the groupings in the two studies are so 
different, the specific competencies are examined in greater detail below. 
There are three areas of interest that merit analysis: competencies 
the two studies have in common, competencies that are specific to only 
one of the two models, and the classification of the competencies. The 
two studies show some overlap in identifying several essential 
competencies. Although language describing the same competency is 
different in the two studies (similar to labeling the competency groups 
clusters versus domains), both models incorporate either the same 
competency or ones that are closely related26: initiative, face-to-face 
communication, professional expertise (working knowledge of product-
service), self-confidence, honesty (maintaining professional and ethical 
standards), passion (portraying enthusiasm) and customer service 
orientation (maintaining customer satisfaction and solving customer 
problems). 
26 \Vhen the language describing the same competency is different, the first label is based on this study and 
the similar competency in parenthesis is the Kay and Russette term. 
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Both models identified customer service as one of the most 
important competencies: in the Kay and Russette model it scored 4 .89 of 
a possible 5 .0, the highest rated competency, and in this model it was 
one of the competencies observed most frequently. Some aspect of 
ethical behavior is included (honesty and ethical standards), -vvhich, 
considering the business climate today, is particularly reassuring. Also, 
the inclusion of th e communication competency, face-to-face 
communication, in both studies highlights the importance of personal 
contact \vhen expressing a n exchange of ideas, conveying a message and 
interacting with others in the hotel industry. 
Interestingly , three of the competen cies identified in this model 
through thematic analysis and were not part of the McBer dictionary 
(face-to-face communication, passion, and h onesty), were a ll present in 
the Kay and Russette model. This similarity supports the findin gs of 
these competencies in the Kay and Russette model since both studies 
yielded the same competencies through different methods of research 
(triangulation). This study also reaffirms the importance and 
effectiveness of undertaking thematic analysis for a ll relevant 
competen cies in developing a model, rather than relying solely on those 
present in a validated competency dictionary. 
Several competencies were only apparent in one of the models . 
The Kay and Russette (K & R) model included the following competencies 
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that were not part of this study's model: portraying work commitment, 
demonstrating professiona l appearance and poise, cultivating a climate 
of trust, listening skills, oral communication skills, resolving conflicts 
with a win-win resolution approach, adapting creatively to change and 
three more cu stomer-cen tered competencies. Many of these 
competencies a ppear to further define or expand on competencies the 
two models have in common. For example, a lthough both models 
incorporate face-to -face communication, the Kay and Russette m odel 
also includes three additional communication competencies . Similarly, 
rather than identifying a single, broad competency in a ddressing 
customer service orientation as is done in this study, the K & R model 
identifies five separate customer-cen tered competencies. 
Adapting creatively to change is one particula r competency 
identified by Kay and Russette that is not present in this st\.J.dy. 
Adapting to change is a competency tha t is emphasized in business 
journals, periodicals and literature. For example, Who Moved Mv 
Cheese?, a book about dealing with change in the business world, has 
sold over ten million hardcover copies in the past three years (Johnson, 
1999) and is still near the top of the New York Times bestseller list (New 
York Times , 2002) . This competency is similar to the competency of 
flexibili ty (adaptability and ability to change) identified in this study. 
Since the competency was observed in only five of the nine superior-
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performing managers, it was not incorporated into the model. Three 
possible explanations m ay account for the absence of the flexibili ty or 
adapting to change competency in this model. One, the competency of 
adapting to change gets more headlines and press recognition than is 
warranted and the managers participating in the Kay and Russette study 
identified adapting to change as essential, even though it is not (i .e. 
esp oused th eory of action positively influenced by perceptions of the 
media versus actual actions). Tv;ro, change could be an important 
competency for general business (it is part of the McBer dictionary of 
identified competencies), but is not that important in hotel operations, 
which may not have changed very much in the past decade . Three, 
a lthough this is an important competency, four of the study's 
participants did not include critical incidents that involved ada pting to 
change and therefore was not considered significant according to the 
standards of this study and as a result did not become a component in 
the model. 
The competencies included in the model resulting from this study 
that were not part of the Kay and Russette model include achievement 
orientation, information seeking, organizational awareness, interpersonal 
understanding, teamwork, team leadership, analytical thinking, self-
control, self-learning, relationship building and optimism. Three of these 
competencies involve employees (teamwork, team leadership , and 
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interpersonal understanding) and are critical in the hotel industry, since 
there is such a dependency on employees for an organization's success . 
One reason that these competencies did not appear in the K & R model is 
that although these competencies were ranked highly by food and 
beverage a nd front desk a reas managers27 , they were not rated as 
essential in the sales area. Consequently, they did not become part of 
the comprehensive competency model. A low ra n king in th ese employee-
related competencies is understa ndable in the sales a rea, since sales 
managers often work a lone and depending upon the organiza tion, may 
not be as team-oriented as the operational de pa rtments. Similarly, this 
rationale applies to the absence of self-control in the K & R model, which 
is identified by both food a nd beverage and front d esk a reas, but not in 
sales departments . Yet, the sales middle managers in the K & R study 
were the only group to identify organizationa l awareness as an essential 
competency. Surprisingly, one of the most observed competencies in this 
study, achievement orientation, was absent in the Kay and Russette 
model. 
The most striking difference between the two models is the 
emphasis on surface versus core competencies. As noted earlier, the 
majority of this model's competencies are weighted towards motives , 
27 Kay and Russette identified 10 employee-centered competencies that relate to this study ' s three 
competencies of teamwork, team leadership and interpersonal understanding. 
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traits and attributes. In contrast, most of the Kay and Russette 
competencies are based on knmvledge and skills, such as listening, oral 
communication, demonstrating professional appearance and poise and 
portraying work commitment. When K & R break down the competencies 
by specific function area (not common to all areas), there is an even 
greater emphasis on technical skills (e.g. guest arrival processing, daily 
room~rate management, relocating guests, etc.) . The reason for this 
discrepancy may be attributed largely to the research methodology- the 
Kay and Russette competency statements are presented as skills and 
knowledge~based competencies, resulting in an emphasis on skills rather 
than motives or traits. For example, while this study focused on 
customer service orientation as a motive that has an impact superior~ 
performance, K & R emphasize customer service by posing five customer~ 
oriented statements (recognizing customer problems, maintaining 
customer satisfaction, managing customer problems with understanding 
and sensitivity, developing positive customer relations and solving 
customer problems). 
Study Purpose. The emphasis of the Kay and Russette study was 
to provide hospitality educators with important information that could be 
used to help shape the curricula of an educational institution (Kay and 
Russette, 2000). The findings provide insights that enable academic 
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institutions to gear curricula to the needs of the industry, in terms of 
leadership training, technical knowledge, interpersonal skills and 
administrative competencies, such as working knowledge of operational 
budgets and financial reports. The K & R study not only identifies 
critical content areas, but also provides information as to the relative 
importance of each content area. Kay and Russette also mentioned the 
applicability of their research to the hotel industry directly - to possibly 
serve as the "foundation for new job descriptions and facilitate the design 
of effective performance-appraisal instruments" (2000). This study 
focused primarily on human resource education within the hotel 
industry, to enhance several human resource functions. Secondarily, 
educational institutions can also use this study as a basis for curriculum 
design. Although both studies focus on the same two areas of the same 
industry, focusing more on the results as a tool for industry use rather 
than as educational information for curricula input may have had an 
impact on the outcome of the projects. 
C. Application of Research 
The material, competency model and related insights gleaned from 
this dissertation can be applied in two tangential fields. The hotel 
industry can benefit from four interconnected applications of this project. 
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In addition, universities with hospitality programs, can use this research 
in a variety of ways. Boston University's School of Hospitality 
Administration provides a prototypical testing ground to apply this 
research with four concrete applications. The following provides 
examples of how this might be applied to both the hotel industry and by 
colleges with hotel management curricula. 
1. Industry Application 
a. Lean1ing Tool. This study is a source of valuable information for hotels 
interested in learning more about competency models. Unsure of the 
purpose and applicability of adapting competency models for its company 
(particularly independent hotels that do not have large corporate offices 
to provide support), can use this study to help its leadership move 
quickly up the learning curve by addressing the following questions: 
• What are competencies? 
• Are there different types or categories of competencies? ·Are 
competencies universal- is there a common language to describe 
competencies? 
• What is a competency model? 
• What issues or problems do competency models address? 
• How can competency models been used in a hotel; what functions 
can they support? 
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• What are the different methods of creating competency models and 
their respective advantages and disadvantages? 
• What are the underlying theories that support competency models? 
• What is a behavior event interview; what are its attributes and how 
is it accomplished? 
• What insights can the field of competency research and related 
disciplines bring to foster better understanding of the elements of 
competency models and their applications? 
• If the hotel company wishes to gain further knowledge about the 
application and implementation of competency models, what a re 
the relevant sources of information on the subject? 
This study can provide a solid base of information to a company 
that is taking initial action to investigate the field of competency models. 
This project can provide the hotel company with preliminary information 
necessary to assess the usefulness and necessity of competency models. 
b. Validated Competency Model Adaptation. A hotel company interested 
in creating a competency model can use this research as starting point, 
saving considerable time and money as the initial stages of data 
collection. Table 1.1 offers a variety of methods for adapting previously 
researched competency models. One that might be particularly effective 
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in adapting this research is the customized generic model method 
(Dubois, 1993, p. 71). A hotel company can start with the competency 
model created in this study, and based on the organization's culture and 
performance criteria, can adapt the model to relate to specific jobs within 
the organization. The hotel can assemble its own expert panel and 
obtain employee feedback to adjust the competencies to insure a better 
fit for its particular needs and culture. Dubois offers that the expert 
panel, with additional research from both internal and external sources 
of information, can also alter the model to encompass possible future 
competencies not currently addressed (p. 72). For example, professional 
expertise, such as a competency related to developing and maintaining 
web-based reservation system for the reservation manager, can be 
incorporated into a job-specific competency model. 
c. Application of Competency Model for Human Resource Functions. Once 
a hotel company adapts and validates this study's competency model for 
its organization, the benefit is realized as it applies the model in several 
human resource functions, including hiring, training and development, 
performance appraisal, compensation and succession planning. Chapter 
two, section B, provides a description for each of these competency model 
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applications. 28 For hiring employees, questions can be designed to illicit 
desired competencies and an applicant's responses can be rated 
according to a validated screening tool. For example, in trying to 
determine the competency team lea dership, the interviewer might ask a 
series of questions, such as, "Wh at actions h ave you taken to build trust 
with your employees or peers?" a nd "Describe a decision you made that 
affected an entire group?"29 The interviewer can probe fo r additional 
details if needed, looking for behavior that establishes the candidate's 
competency level. The interviewer can then rate the candidate's 
responses in terms of demonstrating team leadership competency. This 
interview process, including questions based on each desired competency 
is continued until all desired competencies are probed and scored . 
Similar techniques can be developed for the other human resource 
functions mentioned a bove. 
d. Bottom-up communication. Although competency models are designed 
to support human resource functions top-down focus, the process of 
18 Although fu ll explanations of the logistics of applying the model in these human resource functions is 
beyond the scope of this thes is, literature is available to aid an organization. Three particularly good 
sources include Competency Based Performance Improvement (Dubois, 1993), The Art and Science of 
Competency Models (Lucia and Lepsinger, 1999), and Competence at Work (Spencer and Spencer, 1993). 
29 These questions are based on information provided by a hotel human resource manager. 
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conducting the behavior event interviews can also gather information 
from lower management and employee levels up towards senior 
management. By collecting and analyzing success stories from the 
hotel's superstars, an organization can assess the attributes that make 
the hotel successful. Thus an organization can use the BEl as a learning 
tool to generate new insights that can help shape its vision and values. 
e. Benchmark Tool. One of the expert panel members suggests the 
research could be valuable as a benchmark for companies that already 
have models in place. His company, for example, has already established 
performance criteria for management reviews . This body of research 
could, however, serve as a benchmark from an outside source, against 
which to compare their own material. An objective perspective, 
developed by an unbiased academic with no corporate political agenda, 
could provide an opportunity to examine the model a company currently 
uses with the goal of reinforcing the existing model or altering it on the 
basis of future research. 
2. Academic Application. 
The research conducted in this study can be applied to universities with 
hotel management programs. The author is connected to Boston 
University's School of Hospitality Administration (BUSHA); therefore, 
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(BUSHA); therefore, BUSHA will provide the framework for exploring how 
to apply the findings of this study. 
a. Curriculum review. Identifying the competencies that distinguish 
superior-performing from average-performing managers can provide a 
powerful tool to review the curriculum. Similar to the Kay and Russette 
study, this study can provide a benchmark for the School of Hospitality 
Administration to ensure that we are teaching the competencies that 
reflect the critical success factors desired by hotel companies, our 
students' future employers. 
b. Adaptation of cunent curriculum to inco1porate key competencies. The 
results of this study can be a starting point for faculty members in 
reviewing course content and ensuring there is neither unintentional 
redundancy nor omission of desired information and ideas. This research 
provides a basis for discussion about making connections among course 
syllabi, to ensure each key competency is addressed in some component 
of the school's curriculum. 
Table 5-3 provides one possible scenario for incorporating different 
competencies into current courses. For example, the concept of 
customer service is currently introduced in Introduction to Hospitality 
Industry within a segment of the course addressing the philosophy of 
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hotel companies. Including a segment on customer service orientation as 
a managerial competency can increase the students' understanding of 
customer service. Including competencies in other courses could 
strengthen the content of each class and provide better understanding of 
competencies , thus creating a more cohesive and integrated learning 
expenence. 
Table 5-3 . Proposed Competency Knowledge Infusion for Selected Boston 
University School of Hospitality Administration Courses 
Current SHA Course Com:Qetencv Highlighted 
Introduction to Hospitality Customer Service Orientation 
Human Resources Developing Others 
Hospitality Communica tions I Face-to-Fa ce Communications 
I Mana gerial Accounting I .. A ...nal)rtical Thinking 
Hotel Technology & Operations Information Seeking 
c. New Course Development. This study can also provide the base 
knowledge for a new elective course in the School of Hospitality 
Administration: Hotel Competency Models: Development and 
Implementation. This class could be a supplement for those students 
interested in human resources, structured as a small seminar with a 
heavy emphasis on field work with local human resource directors. 
Requirements would include not only the prerequisite (mandatory) 
human resource class, but also the two mandatory 400-hour field 
experiences, Lhus reslricting the class to participants who have a good 
understanding of hotel operations. 
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d. Executive Education seminar. The School of Hospita lity Administration 
is investigating the launch of executive education courses. Finance for 
non-financial managers, Customer Relationship Marketing strategies and 
tactics for hotel sales departments and Front-of-house service for Back-
of-house food and beverage managers are three progra ms currently 
under development. A two-day seminar on Competency Models, 
including an education component on the purpose and theoretical 
underpinnings of competency models and a h ands-on component 
requiring conducting and coding behavior event interviews could provide 
a needed human resource focus within the executive education 
sem1nars. 
e. Adjustment of Practicum Perspective. All School of Hospitality 
Administration students are required to write an analytical paper based 
on their work experience practicum (HF 140 and HF 240) . These papers 
have traditionally addressed some operational aspect of the hospitality 
field that relates to their academic education, such as service delivery 
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systems, implementation of total quality management practices or 
successful marketing tactics. This research can provide a new focus for 
the students to reflect upon- an analysis of superior and average 
performing managers through the lens of their competencies, followed by 
the lessons they learned and how to apply that knowledge in their own 
careers in the future. 
D. Limitations of Studv 
Although this study presents a thorough analysis of a behavior-
event-interview based competency model for the hotel industry, there are 
several limitations of this project. This section describes the limitations 
of this study and suggests possible remedies for future studies . 
a. Bias of interviewer. The data of any qualitative study must be 
collected, analyzed and by the researchers. This involvement results in 
some bias by the interviewer. As Worthen and Sanders quip, "Evaluators 
increasingly realize that bias, inadvertent or conscious- can intrude into 
every choice they make ... Indeed, the portrait of the completely 
dispassionate and unbiased evaluator must be hung alongside that of 
the unicorn and other quaint folklore." (1987, p. 284). Although the 
author has endeavored to eliminate as much bias as possible, such as 
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experimenter bias due to subject status (Best and Kahn, 1989, p . 121), 
there is still some potential interrelationship bias (rapport \vith subjects) 
and bias due to a relationship with the participating organizations 
(Worthen and Sanders, 1987, p. 286) . Future researchers may wish to 
consider employing two researchers to code the data, with the caveat 
that if the inter-rater reliability is accurate, two perspectives could be 
more balanced than one individual3° . 
b. Sample Population. The population for this study may bias the results 
of the findings for three reasons. First, the general managers of each 
property chose the subjects, and although they used some of their 
company's performance criteria, their personal views determined the 
participants, which in turn could affect the outcomes. Second, a ll 
subjects were from urban areas in the northeastern United States; 
results may vary if the study was undertaken in other areas of the United 
States or internationally. Third, three different hotel companies 
participated in this study; multiple cultures provide a broader 
perspective for the industry as a whole. Using only one company or even 
three different companies with very different cultures (e.g. limited service 
properties) may a lter the results of the study. 
3° For additional suggestions of areas for future research, refer to Appendix D. 
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Future researchers can address these sample limitations in three 
concrete actions. First, instead of a single general manager, a hotel 
chain can incorporate the views of a committee of senior managers, thus 
building consensus and dispersing the impact of one person's opinions. 
Second, a hotel chain can include a variety of locations to balance undue 
influence from one particular region . Third , if a hotel wishes to develop a 
competency model, using only its own definitions, standards and 
personnel will bias the results even more than this study, but the result 
will be a competency model predisposed to the specific needs of that 
company, and will, therefore be more useful. 
c. Applicability of Model. The outcome of this model is a generic model 
encompassing the competencies required for superior perform.ance as a 
full-service hotel manager. It is not, however, directly useful until it is 
adapted by an organization. Companies that wish to use this model in 
the future should adapt this research to meet the needs and goals of 
their own organizations, as discussed earlier in this chapter (refer to 
section C.l. b. Validated competency model adaptation) . 
d. Temporalfocus . This study identifies the current competencies that 
determine superior performance, but do not take into consideration 
possible future competencies based on changing environment or culture 
shifts. A company adapting this competency model may wish to 
establish an expert panel to include possible critical competencies that 
will be necessary for success, such as the ability to implement internet 
communication strategies. 
e. Professional expertise. The one critical competency that this model 
does not specifically break out by department is professional expertise. 
Each department head requires specific knowledge that is particular to 
that department's area of operations. A Director of Engineering needs 
explicit knowledge in plumbing, electrical, energy conservation and 
HVAC (heating, ventilation and air conditioning) systems, which is 
n either required nor necessary for any other managerial position. The 
same is true for Director of Housekeeping, Pastry Chef and each 
manager's area of responsibility. Future researchers that want to 
develop job requirements for specific managerial positions may wish to 
further break down the competency of professional expertise by 
functional area. 
D. Conclusion 
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This study applied the behavior event interview process to develop 
a competency model for senior managers at full service hotels. Since 
prior competency research in the hotel industry was grounded primarily 
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in a survey based approach, this study, using behavior event interviews 
as the data collection method, provided the opportunity to contribute 
new knowledge and information about this important subject of human 
resource management 
This is , however, only the beginning of a rich field of research. It is 
now up to future researchers to take this information to the next level. 
Individual organizations can benefit most from this research by applying 
it to their own human resource education needs. Hotel companies can 
adapt the model created in this study to support their human resource 
functions with additional research to link the model to their 
organization's culture and objectives and to create customized models for 
specific positions in the hotel. Institutions of higher education that offer 
hotel management degrees can apply this research to strengthen th eir 
curricula, and educate fi.J.ture hotel managers u_sing a proven collection of 
competency tools, better preparing them for successful careers in hotel 
management. 
The field of competency research has continued to gain both 
national and international recognition in the past thirty years . The 
desire to understand what motives, personal traits, skills and knowledge 
separate the outstanding from the merely average performer in business 
continues to drive research to new levels of understanding. This study is 
another step in that continuum for the field of hotel management. 
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Appendix A 
Behavioral Event Interview Process31 
1. Introduction and Explanation (5-10 minutes). The purpose of this 
step is to establish a sense of mutual trust and good will between 
yourself and the interviewee. The specific objects include: 
a. Put the interviewee at ease; this can be fostered in a low key 
and friendly manner. 
b . Motivate the interviewee to participate. Explain the purpose 
and format of the interview. This may include a printed 
outline of the BEL Explain the concept of high and low 
critical incidents, and give the participant a few minutes to 
think about his/her experiences. 
c. Emphasize the confidentiality of the responses. Reinforce 
that the interviewee, the position, department and even hotel 
will all be kept confidential- all the transcriptions will be 
free of any link back to the participants or the organizations 
involved. 
d. Get permission to tape-record. Inform the participant that if 
they want to say anything off the record, the tape can be 
stopped. 
e. (optional) Career path. The objective is to identify "feeder" 
jobs, education and life experiences that may have developed 
the interviewee's competencies; it is also a low-threat way of 
getting the interviewee to start talking about what he or she 
actually does or has done in the past. 
2. Job responsibilities (10-15 minutes). The questions in this section 
are designed to identify, with regard to current job, what the 
person actually does and with whom. 
a. "What is the title of your current job?" 
b. "To whom do you report (in terms of title)?" 
31 This instrument is a consolidation of the McBer process as detailed by Spencer and Spencer (1993, ch. II). 
c. "Who reports to you (again, names are not necessary, just 
positions)?" 
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d. "What are your major tasks or responsibilities? What do you 
actually do?" 
e. For example, what do you do in a given d ay, week, or 
month?" 
3. Behaviora l Events (majority of 1.5-2 hour session). Asking the 
interviewee to describe, in detail, the five or six most important 
s ituations h e or she has experienced in the j ob - two or three "high 
points" or major successes, and two or three "low points" or key 
failures. To get a complete story, obtain a nswers to five key 
questions: 
a. "What was the situation? What events led up to it?" 
b. "Who was involved?" 
c. "What did you (the interviewee) think, feel , or want to do in 
the situation?" The persons' perceptions a nd feelings about 
the situation a nd people involved are of particular interest: 
1. How was the p er son thinking about others (e.g. 
positively or negatively) or about the situation (e.g. 
problem-solving thoughts)? 
11. What was the person feeling (e.g. scared, confident, 
excited)? 
111. What did the person want to do- what motivated 
him / her in the situation? 
1v. "What did you actually do or say?" 
v. "What was the outcome? What happened?" 
To elicit the appropriate information during this segment of the interview, 
several pointers on technique are offered, including: 
• Start with a positive event 
• Get the story in proper time sequence 
• Ask questions that shift the interviewee into discussing 
an actual situation 
• Probe for thoughts behind actions 
• Reinforce the interviewee for useful responses 
• Understand that the interview may be an emotional 
experience for the interviewee 
• Avoid questions that shift the interviewee into 
abstractions 
• Don't use leading questions or jump to conclusions 
e Don't reflect or paraphrase what the interviewee says 
e Avoid probes that restrict the interviewee's domain of 
subjects 
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4. Characteristics needed to do the job. This step has two objectives: 
to get additional critical incidents in areas that may have been 
overlooked and to leave the interviewee feeling strong and 
appreciated by asking for his or her expert opinion. 
5. Conclusion and Summary. Conclude the interview by thanking 
the interviewee for his or her time and valuable information. 
Attempt to leave the interviewee feeling as strong and valued as 
possible. After the interviewer leaves, summarize the data from the 
interview, including miscellaneous observations, such as themes in 
the interview, impressions, opinions and tentative conclusions. 
Additional notes may be taken on the following: 
a. Physical appearance of the interviewee 
b. Conversational style of the interviewee 
c. Words and phrases used repeatedly 
d. How the interviewee made you feel 
e. Any difficulty in getting the interviewee to relax or talk about 
high or low points 
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f. The kinds of material the interviewee pulled out as examples 
during the interview. 
g. Anything that seemed to be missing or out of place in the 
interview. 
h. Any probes that had interesting results 
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Appendix B 
Informed Consent Form 
Purpose of Study and Interview Procedure 
This research is conducted in partial fulfillment of doctoral requirements 
in Human Resource Education at Boston University School of Education. 
The purpose of this study is to find out what it takes to be a manager in 
a full-service hotel. This is accomplished by asking people like you, 
people actually doing the job, hmv you do it. You have been selected by 
your general manager as someone who can tell me what I need to know 
about the kind of work you do. I \Vill ask you to describe some of the 
most important incidents, both successes and low points, you have 
encountered in your job- what the situations were and what you 
actually did. The interview will take about two hours. Managers from 
other hotels are also participating in this project. 
Confidentiality 
Everything you say \vill be kept strictly confidential and \IITill not be 
shared v-rith anyone else in the organization. Your data will be 
transcribed "blind"- without your name, or the name of anyone else 
(including people you m ention during the interview). Data from your 
interview will be included with data from all other interviews we conduct. 
To ensure I do not miss any details about your experiences, I request 
your permission to tape record the interview. Everything you say will be 
kept confidential. Neither your name nor the name of your hotel or 
organization will be connected to the session. Once the interview is 
transcribed and the study is completed, the tape will be erased. 
Knowledge of Outcome 
You have the right to obtain the results of the study and receive answers 
to any questions concerning procedures or other aspects of the project 
(with the understanding that answers to any questions you pose cannot 
violate the confidentiality of other participants). 
Statement of Consent 
I am participating in this study voluntarily. I understand that am free to 
withdraw consent and discontinue participation in the project at any 
Lime without prejudice or influence in my job. I have read Lhis 
document and consent to the stated parameters outlined above. 
Date: ____________________ __ 
Print Name Signature 
Appendix C 
Behavior Event Interview Based Competency Model: 
Average and Outstanding Managers 
I No. Competency Average Outstanding 
I 
* Professional/ Managerial Expertise XX XX 
"' Organizational Awareness X X 
* I Honesty I openness I X I X 
I 
/ Achievement Orientation 
I 
I 1 I X XXX 
I I 
2 I Information Seeking X XXX 
.., Customer Service Orientation X XXX .) 
4 Interpersonal Understanding XXX 
5 Developing Others XXX 
6 Teamv,,ork & Cooperation XX 
7 Initiative XX 
8 [ Team Leadership X 
9 Analytical Thinking X 
10 Self-Control I X 
11 Self-Confidence X 
12 Self-Leaming I X 
13 Face-to-face Communication X 
14 Optimism X 
15 Passion X 
Note: Multiple "Xs" indicate that the competency was observed to 
a higher degree than other competencies. 
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Appendix D 
Areas for Future Research 
• Study the impact of cultural influence 
o Same three companies in another country 
o Same three companies in another US region 
• In-depth BEl study for departmental comparison 
• Further study of competencies observed through th ematic analysis in 
this dissertation: honesty, optimism, self-learning & passion 
• Study the influence of participants 
o Same hotels, different outstanding and average managers 
selected for the study 
o Re-code the same data by three additional researchers 
• Study the impact of corp. culture vs. hiring process: "the 
nature/nurture" issue 
• Operationalize the study: 
o Develop and test hiring questionnaire based upon the 
desired competencies outlined in this model. 
o Institute a curriculum review at a university hospitality 
program 
• Update Holiday Inn study 
o 11 years later in US & England: review impact of time and 
culture 
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